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INTRODUCTION 
The schools of our nation are being continually ob-
served, tested and commented upon in terms of fulfilling the 
duties that society demands. This concern for the education 
of our future citizens must be considered healthy and desir-
able. Responsibility falls to each school administrator to 
see that his system or part of a system is accomplishing its 
share of the task in educating the young. In organization 
and administration he should continually be aware of, and ad-
justing toward, sound educational theory and practice. 
Leaders in the field have attempted to adjust the 
school program to a rapidly-changing social order; the scope 
of the program has increased and the school has assumed a 
different role in the training of youth than it formerly did. 
To administer current education in light of modern concep-
tions of teaching and learning is not an easy task. The or-
ganization of the sohool must be responsive to changes in 
educational theory if modern psychology and present concepts 
of teaching and learning are to find expression in the na-
tion's schools. The principal, who is the man of concern in 
this work, is continually confronted with a variety of prob-
lems which he should solve through well-founded administrative 
1 
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procedures. In the attempts to offer the best solutions 
possible to these many problems which arise, the principal 
will wish to examine critically current administrative prac-
tices, to review fundamental principles of organization in 
the light of current educational thought, and to familiarize 
himself with progressive practice. 
It is to assist those beginning principals in the 
analysis of basic administrative problems that these mate-
rials have been compiled. Information was drawn from a wide 
variety of books and periodicals. To accomplish the purpose 
of providing assistance in gaining desirable solutions to 
administrative problems, the problem areas were defined and 
listed. Authoritative key quotations in each of these areas 
provide background for thinking and planning in each area. 
Following the quotations in each section, a selected and 
comprehensive bibliography is listed. These readings provide 
a survey of contemporary thought in the problem areas as they 
affect administrative organization. Materials presented are 
as contemporary as possible. 
References were collected on the basis of a survey 
of materials of college, public and professional libraries. 
Other selections were located and included on recommendations 
of educators and administrators. 
The collection is intended to be as inclusive as pos-
sible and yet selective enough to be directly applicable to 
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the study needs of the beginning principal. It may serve as 
well for anyone wishing to contact guiding remarks and exten-
sive bibliography 1n administrative problem areas of the 
school principal. 
CHAPTER I 
THE ADMINISTRATOR'S OFFICE 
The principal's office may well function as the 
nerve center of the school organization for which it 
is responsible. The efficiency, dependability and 
friendliness of this office will undoubtedly build 
up a spirit that will permeate the total school struc-
ture. Plans, practices and procedures that will allow 
better service to the school's program are desirable 
and should be instituted. In the following selections, 
some desirable practices for a successful principal's 
office are suggested. 
The Principal in His Office1 
For practical purposes, the principal retains for 
himself only those duties for which he feels obligated to 
assume direct responsibility. These include, among others, 
supervision for the purpose of starting new teachers toward 
professional growth and or keeping older teachers profes-
sionally growing; launching and steering of new administra-
tive or educational policies; orientation of teachers in 
faculty meetings and or pupils in school assemblies; inter-
views with pupils, parents, and teachers; conferences with 
his immediate staff; meetings with fellow-principals, with 
lN. W. Newsom and R. E. Langfitt {eds.), Administra-
tive Practices in Large High Schools (New York: American 
Book Company, 1940), pp. 127-128. 
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superintendents, and with supervisors of special subjects; 
correspondence, committee work, and community relationships. 
Every principal should impose upon himself a definite 
schedule of activities and obligations. He must, of course, 
be familiar with accepted theory and practice relating to the 
budgeting of his time. However, he cannot always meet the 
educational needs of his particular school and community by 
following implicitly a schedule that is theoretically sound, 
or by adopting in unmodified form the practices of his asso-
ciates. His position requires imagination and adaptability. 
His own temperament and professional habits will determine 
to some extent the emphasis which he places on the various 
items in the list of hie duties. The principal's activities 
will also be modified by the composition of his faculty. 
Teachers who are resourceful and progressive will require 
lees personal attention than those who have not developed 
the vision and assurance necessary for carrying out adequately 
the general policies of the school. Moreover, the character 
of the community that the school serves will influence the 
principal's program. Cultured and well-informed citizens 
need lees interpretation of the basic principles of present-
day secondary education than do those who come from a com-
munity in which economic and cultural opportunities are 
limited. 
6 
Other factors in the total situation will necessitate 
departure from usual standards of time allotment. The secon-
dary- school principal today must devote a great portion of 
his time to keeping abreast of modern educational thought. 
He must frequently attend, and sometimes participate in, edu-
cational conferences and conventions, national, state, region-
al, and local. The school is sure to profit from the widened 
vision, increased assurance, and quickened enthusiasm of the 
educator who returns from such meetings. Each principal must, 
therefore, think his own problem through, so that he may be 
in a position to justify the agenda which he sets up for him-
self. 
Check List of Responsibilities 
Through the Administrative Office1 
All persons concerned with the school--the school 
head and other administrative personnel, other members of the 
school staff, and the students--should know what their duties 
and responsibilities are. In addition, all persons having 
any authority should know the scope of their authority and 
exactly how they fit into the organization of the school. 
As much of this information as is possible should be put into 
writing by higher administration echelons and by the specific 
lJames H. Fox, Charles E. Bish, and Ralph W. Ruffner, 
School Administration Principles and Procedures (New York: 
Prentice-Hall, Inc., 1947), pp. 15-16. 
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school concerned. 
1. Does the school head have a clear understanding of 
his functions as delegated to him by his immediate 
superior officers? 
2. Are the duties of staff assistants to the school 
head clearly defined, and their working relation-
ships specified as definitely as possible? 
3. Are the administrative duties of teachers serving 
part-time as administrative assistants clearly 
stated? 
4. Do teachers know, within the limits imposed by the 
instructional task, what is expected of them in 
connection with classroom teaching and with all 
other duties required? 
5. Are the duties of all members of the clerical staff 
clearly defined? 
s. Are the duties of all school personnel, other than 
instructional and clerical personnel, clearly de-
fined? 
7. Do the students have a clear understanding of their 
duties and responsibilities in connection with 
their attendance at the school? 
Scheduling for an Efficient Office1 
The duties of every principal naturally classify them-
selves under:--(1) regular duties, that is duties which must 
be looked after every day; and (2) those occasional duties 
which come up irregularly or only at stated intervals. These 
may be arranged, somewhat as follows: 
I. Regular Duties. 
1Ellwood P. Cubberly, The Principal and His School 
Boston: Houghton Mifflin Company, 1923), pp. 188-190. 
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A. Early arrival at school building. (8:00) 
B. Morning inspection of building and grounds. This 
should be done early, before teachers and pupils 
arrive. (8:05-8:15) 
c. Hasty glance over office, desk, program for day's 
work, and any list of things to be done or at-
tended to •. Fill in time with any minor detail 
work at hand. (8:15-8:35) 
D. 
E. 
F. 
G. 
H. 
Teachers and pupils arriving, and possibly parents. 
Time best spent in the hallways or near front or 
office door, where cases can be attended to stand-
ing, and time saved. This is no time for the 
principal to go into his office with callers and 
sit down. Assembling of school. (8:35-9:00) 
Morning assembly of pupils, if there be an 
assembly hall that will accommodate the school. 
(9:00-9:10) 
Short period at office, seeing pupils sent there 
by teachers, receiving reports as to attendance, 
starting attendance officer on his work, doing 
necessary telephoning to central office, and glanc-
ing hastily over office mail for anything of spe-
cial importance. (9:15-9:30) 
School supervision, giving the best hours of the 
day to the work. \9:30-11:45) 
Minor office work,--tardy reports, fill out and 
file supervision records. (11:45-12:00) 
Noon Hour. 
I. 
J. 
K. 
Same as "D 11 in morning, moving about building and 
grounds, overseeing conditions, and settling minor 
matters with quick decisions. (12:40-l:OO) 
Short office period for pupil oases, "good-work 11 
interviews, afternoon attendance records, atten-
tion to mail and filling out reports and records 
demanded by ~ystem. (l:00-2:00) 
School supervision; on stated days principals' 
meetings. (2:00-3:00) 
Note: IIJ" and "K" to alternate as necessary, 
so as to cover supervision of work from 
1:00-2:00. 
L. 
M. 
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Office Hour, Mondays, Wednesday, and Fridays. 
Announce office hours "from 3:00, 11 so as to get 
business in promptly, and fill in all vacant 
time to 4:00 with routine work, such as records, 
reports, requisitions, letters, memoranda 
filings, etc. (3:00-4:00) 
Teachers' Meetings on alternate Tuesdays; Parent-
Teacher Meetings on alternate Thursdays. 
Clean up office work, arrange bulletin board, 
plan coming day's work, and leave by 4:15to 4:30. 
II. Occasional Duties. 
A. Special conferences and disciplinary cases. 
B. Checking up the supply room, and ordering supplies. 
c. Special monthly and term reports. 
D. Meetings of parent-teacher, pupil organizations, 
and neighborhood clubs. 
E. Special problems in school organization and the 
supervision of instruction. 
From such a list it will be seen that a working sched-
ule can be prepared, once a school is under way, which will 
leave the principal, working without an office clerk, from 
three to three and a half hours, on most days of the week, for 
the work of school supervision and such other important duties 
in connection with the progress of pupils through the school 
as may need attention. A principal who has a good office 
clerk ought to find still more. By organization and system 
the principal who really wants to do so may shake himself 
partially free from the much magnified clerical and office de-
mands, and be able to devote his powers, on most school days, 
to the educational problems connected with the instruction in 
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his school. There will come times, naturally, when a princi-
pal may have to spend a half-day or even a whole day consec-
utively at his desk, because some important problem may need 
to be worked out before other matters dependent on it can 
proceed. Most big problems, though, should be thought out 
and planned away from the interruptions of the office. 
1 Business Efficiency in the Office Management 
An important contribution to effective school manage-
ment can doubtless be made by applying lessons from the busi-
ness world. A class in school administration taught by one 
of the authors collected helpful suggestions in seeking an 
answer to the question, What recommendations of business effi-
ciency experts may be applied to problems in school manage-
ment? These students were directed to examine the textbooks, 
special reports, and magazine articles in the field of busi-
ness efficiency. The reports returned by the students in-
cluded 150 different suggestions. This long list would indi-
cate that school executives can learn much from the recom-
m ndations of the expert in the business world. The most 
important of the suggestions are given below. 
1. Be human. If the company merely wanted to dissemin-
ate information, it would use a catalogue, not you. 
1 J. B. Edmonson, J. Roemer, and F. L. Bacon, The 
Administration of the Modern Secondary School (New York: 
The Macmillan Company, 1948), pp. 165-166. 
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2. Be dependable. If you tell someone you are going to 
do a thing, do it. 
3. Eliminate fear. If someone makes mistakes, don't 
criticize him for it, for the best of us make mistakes. 
However, he should have an unpleasant time of it if 
makes the same mistake twice. 
4. While it is true that most people will lost interest 
when they are scolded or found fault with, it is 
equally true that they will go at their work with 
renewed vigor if they are commended for something 
they have done well. 
5. Rewards should be in exact proportion to effort and 
accomplishment, both as to quantity and quality of 
the work. 
6. One of the secrete of the efficiency of tact lies in 
the fact that it is the expression of sympathy. 
7. Develop an esprit de corps--the "American conception 
of teamwork, plus pride of organization." 
a. Be sure that your appearance is neat and business-
like. Your compensation will be proportionate. 
9. Too much detail with too many rules and regulations 
should be avoided. They serve only to impede the 
smooth operation of any plan. 
10. Irregularity is the most potent cause of waste. 
11. Be a firm believer in the effectiveness of the 
"square deal" and of a sympathetic interest in the 
individual as forces that hold the staff together. 
12. An executive should always be open to suggestion 
and advice. 
13. Use a card index for the memory--a desk-drawer box 
having cards for every day of the month upon which 
to write things to be attended to in the future. 
14. The efficiency of discipline depends upon develop-
ing in a body of people such confidence on the part 
of each individual that every other person will 
play his part. 
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The foregoing list may be used to advantage in making 
comparisons between the administrative policies of the school 
and the recommendations of the efficiency experts. The list 
may also be used by the principal in evaluating his own prac-
tices and procedures in office management. 
1 Work Room for the Principal 
The school office is really the home-room of the prin-
cipal. It is his point of anchorage in the school and, as 
such, the office should serve as the workroom for the princi-
pal. Most office arrangements provide an inner private room 
for the principal. This room is equipped with desk and 
chair, telephone, bookcases, files, and such other equipment 
as is necessary to give efficiency to the special work of the 
principal. Usually the principal's private workroom is equip-
ped with a few chairs for small conferences. Such conference 
arrangements should be in addition to the general conference 
room. 
The principal's private workroom is so closely asso-
ciated with the activities of the office as a whole that it 
is difficult to segregate the two. The atmosphere of a well-
administered office is cordial and makes teachers, pupils, 
and patrons feel not only that they are welcome but that an 
lHenry J. Otto, Elementary School Organization and 
Administration (New York: D. Appleton-Century Company, Inc., 
1944), pp. 496-497. 
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open invitation is always extended for them to bring their 
problems for discussion with the principal. On the other 
hand, the office should manifest a businesslike atmosphere 
so that teachers, pupils, and patrons realize that the office 
is a place of business, a place where people have work to do 
and have no time for idle gossip or petty details. Unless 
this sentiment prevails, much valuable time is wasted by the 
principal and the staff, and the routine duties of the office 
are constantly interrupted. 
To assist teachers and others with their problems 
and to make them feel welcome in the office, and yet to have 
these conferences dispatched without disrupting office effi-
ciency, principals have found it very helpful to designate 
certain office hours during which the principal plans to 
interview patrons and pupils or to hold conferences with 
teachers. Clerical assistants may be notified of the hours 
which the principals sets aside for these specific purposes 
and thus be enabled to arrange appointments for those periods. 
Although emergency situations should always be met at the 
opportune time, the schedule suggested above will do much to 
economize the time and energy of the principal and the office 
help. Usually principals experience difficulties when they 
first attempt to systematize conference periods, but persist-
ent efforts will be well repaid in the long run. Teachers 
will learn that their time is saved if they plan to see the 
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principal during the hour that he has scheduled for confer-
ences. Teachers should not be permitted to send pupils to 
the office indiscriminately at any or all times or to send 
them without written instructions which give details regard-
ing the nature and the extent of misbehavior and the partic-
ular reason why discipline should be administered from the 
office rather than by herself. Requests for materials and 
other details which must be handled through the office can 
be planned by teachers so that the work of the office may 
experience a minimum of interruption. Likewise messages and 
materials which are sent from the office to the classrooms 
should be planned so as to cause the least amount of inter-
ruption of classroom activity. If teachers are requested to 
visit the office periodically once or twice a day, the mail 
boxes conveniently placed in the outer office may be used 
for the distribution of bulletins and materials. Also, 
teachers, pupils, and patrons may be encouraged to present 
their requests and inquiries to the clerk who has charge of 
particular duties and thus economize the time of the prin-
cipal as well as their own. 
The reader should not gain the impression from the 
above statements that the rest of the school exists for the 
sake of efficient office administration. Basic to all con-
siderations and principles for office administration is the 
fact that the office exists primarily for the services it 
can render to the educational activities of the school. 
There are certain services, however, which can be rendered 
more economically and more effectively if they are central-
ized in one place. Some of these have been assembled in, 
and administered through, the principal's office. In order 
that maximum service and economy may result, it is essential 
that all concerned recognize the relationship of these ser-
vices to the school program and respect the working conditione 
of the principal and his office staff. Tremendous ineffi-
ciency and waste can result, even in the little things, if 
sound principles of administration are not recognized. 
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CHAPTER II 
OFFICE RECORDS AND REPORTS 
Information necessary for the accomplishment of the 
school's task is systematized in the office records and 
reports. This system should be ever simplified, co-
ordinated, and unified. Unless records are adequate 
and accessible, their collection is wasted practice. 
An acceptable system aids in administrative control, 
furnishes data for analysis of the program, and pro-
vides routine in school affairs. The following com-
mentaries point some factors for consideration. 
Purposes of Records and Accounting1 
With the development of the office of city superin-
tendent and that of high-school principal into professional 
and technical positions, the practices of school administra-
tion and supervision have spread rapidly to include certain 
types of activities which for some time have been taken for 
granted in other types of administration of business or pub-
lic affairs. Among these may be mentioned the activities 
relating to personnel records and business accounting. From 
the keeping of very simple and rudimentary records of attend-
ance and credits, these activities as employed by progressive 
school officials have developed into very elaborate and use-
1Harl R. Douglass, Organization and Administration of 
Secondary Schools, (Boston: Ginn and Company, 1932) , pp. 388-
389. 
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ful types of service. 
Systems of personnel records and business accounting 
serve many types of valuable purposes, prominent among ~hich 
may be mentioned the following: 
Personnel records: 
1. Aiding in studying the individual pupil 
a. As a means to the adaptation of instruction-
al means and materials. 
b. In matters of moral, educational, and voca-
tional guidance. 
2. Reporting to pupils and parents 
a. Progress and status in school. 
b. School attendance, behavior, and effort. 
3. Discovering and assisting in remedying 
a. Physical defects. 
b. Mental ill health. 
c. Incipient disease. 
4. Aiding in determing the classification and 
promotion or pupils. 
5. Furnishing data for determining the awarding 
of rewards for scholarship and attendance and 
of recommending graduates for college entrance. 
6. Promoting attendance and punctuality. 
7. Providing data for educational research. 
s. Aiding in the management of an administration 
of pupil traffic within the building. 
Business accounting: 
1. Preventing theft and waste of materials and 
equipment. 
2. Rendering an account of the stewardship of 
supplies, equipment, and funds. 
3. Furnishing a basis for budget estimates. 
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l The Principal and His Records 
The principal of a school should give oareful con-
sideration to the record forms which he will uee in adminis-
tering his school. The number of forms that Will be utilized 
in a school will depend upon several factors--the administra-
tive set-up, the information about pupils which is judged to 
be essential, the size of the school, the number of grades 
encompassed, the guidance program, and the amount of clerical 
assistance available. The reorganized secondary school will 
need a larger number of forms than one that is organized on 
the traditional pattern. In an investigation of record and 
report forms in six-year high schools, it was discovered that 
a well-organized small six-year high school had thirty dif-
ferent forms and that a large six-year high school had seventy-
six different forms. A wider investigation would undoubtedly 
disclose a much greater range in the number of record forms, 
as small high schools are usually quite deficient in this re-
spect. Record forms used merely for the sake of recording 
information should never be introduced into a school. Only 
those that have functional value should be utilized. In dis-
cussing school accounting, Boardman2 states that its only 
lc. R. Maxwell, and L. R. Kilzer, High School Ad-
ministration (Garden City, New York: Doubleday, Doran, and 
Company, Inc., 1936), pp. 295-296. 
2w. B. Boardman, "Public Accounting," Bjjh School 
QMarterly, XIX (October, 1930), 35-36. 
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justification is utility, and that those Who are responsible 
for the building of record systems should consider this as a 
criterion for determining what records to make and keep. 
Three types of record and report forms are necessary 
in the administration of a school. The first group includes 
the daily report forms, such as absence and tardy reports, 
which are filled out by teachers, forme used to admit pupils 
to classes after absence or tardiness, slips that are used 
for excusing pupils from attendance in study-hall or clubs, 
study-hall observation reports, early-dismissal ellps, etc. 
Report forme of the second type include those that are filled 
out at infrequent intervals but whioh are necessary in the 
general administration of the school; for example, program 
cards, directory cards, withdrawal cards, cards for report-
ing scholastic achievement, textbook records, change-of-class 
enrollment card, etc. The third type of record, from the 
standpoint of pupil achievement, is most important, but fre-
quently salient facts that should be accumulated on such 
records are sadly neglected. This group consists of the 
cumulative record forms on which should be recorded person-
nel information, school citizenship estimates, intelligence-
test records, aptitude-teet records, etc., as well as marks 
given in the various subjects of study pursued--this latter 
record is frequently the only one which is emphasized on the 
permanent school record of the pupil. 
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1 Criteria for Devising a Good Record System 
A good record system is easy to administer. Simplic-
ity is the key to success in record-keeping. The arrangement 
of data often determines the complexity of the system. Teach-
ers do not object to devoting a reasonable amount of time to 
record-keeping if it is a relatively simple affair, but they 
do object to solving a cross-word puzzle in order to record 
a small amount of data. 
A good record system is cumulative and permanent. A 
cumulative record makes possible the concentration of the 
data for each chil d's school history. A pupil's school re-
cord should begin upon receipt of a notice from the bureau of 
vital statistics or his birth registration, and should con-
tinue throughout his school career. Additions and changes 
should be made at proper intervals, or whenever new informa-
tion is obtained. Cumulative records should follow the pupil 
as he progresses in the school system. 
They should be compact in character. Expert opinion 
has recommended cumulative records for more ·than twenty-five 
years but many city school record systems are lacking in 
this quality at present. 
Records should be kept of all pupils who haveever 
lJames H. Dougherty, F. H. Gorman, and c. A. Phillips, 
Elementar School Or anizat1on and Mana ement (New York: The 
Macmillan Company, 1936 , pp. 313-314. 
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been in attendance in the school system. A separate file of 
those who have dropped or graduated should be kept in the 
central office with specific reasons for removal. A central 
file of cumulative records should be maintained of all pupils 
in attendance in the various rooms and buildings. This ren-
ders the location of pupils easy. 
Good records are of easy access to the teacher. The 
teacher has more use for the data on school records than any 
other school officer; therefore they should be of easy access 
to her. The cumulative record card is a source for studying 
the characteristics of problem children; also the data included 
thereon are often necessary to make accurate reports requested 
by school officers or auxiliary educational agencies. 
Good record forms should be durable. Cumulative re-
cord cards should be of sufficient durability to stand the 
normal amount of wear over the period of years for which they 
were designed to be used. 
Necessary Instructional Records1 
An individual record is necessary for each child. 
Accounting for each child within a school requires a central 
or office record, a register for each sub-administrative unit, 
whether the grade or the home room, liaison records through 
lArthur B. Moehlman, School Administration (New York: 
Houghton Mifflin Company, 1940), pp. 32?-28. 
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which transfers within and between school districts may be 
accomplished, contact records, reports between the school 
and the home, and appraisal records. 
The first need, which is for an individual continu-
ing record, while recognized, is still neglected. Individual 
records vary from entry in the 11 school register," or a simple 
loose-leaf system, to highly involved individual record books 
used in the more progressive schools. In many schools the 
individual record is continuing within a single unit, such 
as the elementary or secondary school, but there is still too 
little total record continuity between elementary and secon-
dary education. Even the relatively simple type of continuing 
r ecord, which provides for the minimum recording of social, 
academic, health progress, achievement tests, and personality 
and vocational tendencies, is too detailed to be administered 
within the state as a whole under current district organiza-
tion. 
The register kept by the teacher to record entries, 
withdrawals, and absences has been generally standarized and 
is more frequently used than the continuing individual record. 
Liaison records . Liaison records are used to transfer 
students within buildings, between buildings in the same dis-
trict, and between states. They may be mailing cards, indi-
vidual check records, or group records, depending upon whethe~ 
transfers are administered by the day or by the week. Their 
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purpose and use, not their form, are important. 
Home contacts records. Home contacts records include 
pe riodic reports to parents upon the child's progress, certifi-
cates at the end of the semester, and a diploma at the comple-
tion of a school course. Home contacts reports are generally 
prepared by the teacher, although in highly specialized and 
large organizations, the counselor may play a part. These 
reports are temporary in nature, conventionally standardized, 
and built upon the semester or annual basis. There are many 
variations of home contacts records, from a highly conven-
tionalized card, with mechanical marks in subject matter only, 
to descriptive progress reports, and to individual letters 
mailed directly to parents. 
APpraisal records. The gross determination of cur-
ricular fit is made through semester or annual promotion and 
failure reports, age-grade placement, and age-grade-progress 
studies. The graded organization is based upon the assumption 
of orderly progress, one grade per year, through the schools. 
When the theoretical rate of progress is exceeded, the result 
is acceleration, and where the theoretical rate is not attain-
ed, the result is retardation. The relationship of children 
to progress, regardless of other factors, . is secured from a 
study of failure to make grades in terms of the total possi-
bility. A study of conditions within a building or a total 
school district may be made from a chart showing a two-way 
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distribution of age in relation to grade. The age-g~ade study 
shows the condition and indicates the point of attac~. It is 
a mass rather than individual appraisal. The age-grade-progress 
report is much more satisfactory as a basis for intensive study, 
since it indicates the rate of individual progress through the 
grades. Since neither of these studies shows cause, however, 
they must be considered as administrative devices for giving a 
quick picture of conditions prevailing at any time. 
Summary records. Summary records fall into three 
groups, those required by the school district office, by the 
state, and by the United States Office of Education. The dis-
trict and state reports are generally mandatory, while the 
federal reports, except in the case of Smith-Hughes work and 
other activity supported in part or in whole by federal sub-
vention, are voluntary. 
1 Records for a Good Inventory System 
Schools should be conducted on a businesslike basis, 
expecially in these years when more and more money is being 
spent on education. Complete inventories, in addition to be-
ing business procedures which taxpayers expect, offer some 
important, specific advantages to schools. 
1Lill1an c. Tucker, "Every School Needs a Good In-
ventory System," School Management, XVIII (August, 1948), 
51. 
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A comprehensive inventory: 
1. Gives the teacher a sense of responsibility concern-
ing the equipment in his room, shop, or laboratory. 
He will be more careful to know the whereabouts and 
condition of the items assigned him. This "respons-
ibility" does not imply that in the event of loss or 
breakage the teacher is to make financial restitu-
tion. But accounting to the administration helps 
to promote a psychological effect which is benefi-
cial to the school. 
2. Checks on property which is transferred from room 
to room, or to and from other buildings. Unless 
carefully directed, this constant moving may cause 
much loss. 
3. Offers a helpful record to a new teacher. He should 
check actual items with this record, noting any un-
usual conditions. In the event of a change in per-
sonnel during the term, an inventory should be re-
quired of the teacher leaving. 
4. Affords a teacher the information essential for 
ordering repairs or replacement parts for equip-
ment in his department as needed. This greatly 
aids the maintenance program or the school. 
5. Assists the instructor in compiling his budget, if 
he is requesti_pg items of a like or similar kind. 
This in turn helps to supply necessary data for 
summer requisitions. 
6. Renders an important service to the school system 
in filing insurance claims in case of a fire. 
All inventories naturally take the same general form 
in that they note item, description, quantity, and price. 
Other detailed data such as date and source of purchase may 
be added. 
Card files are flexible and lend themselves readily 
to this sort of record. In addition to a card for each item 
(or one card noting all items of like kind and price), a sum-
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mary card should head each department's set of inventory 
cards. On this is recorded the total cost or all equipment 
described. 
From the total of these two figures the teacher 
should subtract those items no longer existing or which have 
been broken, become obsolete, been transferred or discarded 
for any reason, as noted on the individual cards. This 
reconciles the inventory and gives the total value of the 
items the school currently has in its possession. 
Property which may be loaned or removed from the 
buildings should have the name of the school district plain-
ly marked thereon. 
Number plates, stencil die stampings, or any other 
kind of dependable markings will prove helpful in taking a 
physical inventory. Simple code systems can be worked out. 
For instance, all tables of one kind might be marked A, all 
of another kind B. Pictures can be marked likewise. 
There seems to be no expliei t eri teria as to what 
oonstl tutes an equipment 1 tem to be charged on the books 
under classification of capital assets, as differentiated 
from a supply item. The expected length of life and mone-
tary outlay are the principal determining factors. Some 
authorities believe that a ten-year, ten-dollar minimum 
should be the basis for capitalization, with all under re-
garded as supplies. Whatever basis is adopted, judgment 
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must be exercised in recognizing justifiable exceptions. 
The general principles apply to equipment inventories 
apply equally to supply inventories. Many schools have a cen-
tral storeroom from which supplies are requisitioned. These 
should be inventoried by the person in charge. 
While a complete inventory of all capital items is 
most desirable, a school not having any such record might 
better start on a smaller scale. For example, compile an in-
ventory or larger items only, such as all shop machines--but 
not the hand tools; files, typewriters, business machines--but 
not staplers, pencils and inkstands; sewing machines, stoves, 
refrigerators--but not linen, silverware, and cooking utensils. 
In this way, the inventory would include the major 
items from the standpoint of size, cost, and expected length 
of usefulness. A review of the items not to be inventoried, 
however, calls attention to the multitude of comparatively 
small articles in a well-equipped school. Individually these 
have small monetary value, but in the aggregate are quite 
costly. So the more complete the inventory, the more useful 
it is. 
Once a perpetual, annual inventory has been set up 
in a school system, the valuable service it renders will be 
recognized by all. 
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CHAPTER III 
CURRICULUM ORGANIZATION 
The curriculum should be continually evaluated in 
terms of the current objectives of the educational pro-
gram. To the principal, as chief administrator of his 
school, falls the responsibility of fostering curriculum 
study and revision if the study so determines. This 
provides an excellent opportunity to encourage teacher 
thinking about the total school program in terms or 
child development. Upon the conclusions of the staff 
research, the principal organizes and supports the 
school's curriculum. The following articles should 
prove helpful in curriculum organization and study. 
The Principal and the Curriculum1 
The principal has a number of important relationships 
to the curriculum, its reorganization and administration. In 
most cities principals are requested to serve as members of 
committees working on curriculum problems. Although, as a 
matter of policy, principals may not be appointed as chair-
man of the various committees, teachers look to them for lead-
ership and constructive criticism. As a member of several or 
all of the subject committees the principal is in a strategic 
position to obtain a broad view of the entire curriculum pro-
gram, to coordinate the work of the various groups, and to 
keep his staff informed of the progress of the general currie-
!Henry J. Otto, Elementary School Organization and 
Administration (New York: D. Appleton- Century Company, Inc., 
1944), pp. 119-120. 
34 
35 
ulum-revision program. 
In addition to and quite apart from his participation 
in the construction of curricula, the principal has important 
functions regarding the administration of the curriculum. As 
a supervisor the principal is called upon to give needed as-
sistance in putting a new course of study into operation. It 
is he who must assume leadership in adapting the accepted 
curriculum to the peculiar needs of the local unit of which 
he has charge and in selecting textbooks and instructional 
materials. Within his building teachers may be organized in-
to small groups or committees for studying curriculum problems 
which are peculiar to the locality, for developing those phases 
in which the general curriculum must be modified to meet condi-
tions in the local unit, and for the selection of materials 
and their coordination with the changing curriculum. Frequent-
ly it is through this field of work that a principal can exert 
professional leadership which will bear unusual fruit in the 
professional growth of teachers. 
As an administrative and supervisory officer the 
principal is continuously responsible for the administration 
of the curriculum in his local school. The time schedule, the 
instructional program of teachers, the classification or chil-
dren, in fact, all phases of school work must be organized and 
operated in accordance with the kind of ourric~lum (broadly 
conceived) which it is hoped will function in the school. 
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Perhaps it is not presumptuous to say that 1t is within the 
power of the principal to control the kind or curriculum 
which it will be possible for teachers to P~ovide for chil-
dren in the classrooms. 
Considering the Activity Curriculuml 
School activities consist of the ways in which chil-
dren's time at school is utilized. Since learning comes 
through participation in activities, a school program must 
consist of activities. More specifically, a school program 
must consist of activities which have high potentiality tor 
enabling children to grow and develop toward the goals of 
education. The question as to what activities shall compose 
the school program is a most important one in curriculum 
planning. 
A second point that must be kept in mind is that in 
most cases it is not feasible to plan activities which have 
a direct relationship with one or more specific objectives. 
For example, to teach honesty to children in the elementary 
school a teacher would probably not plan a series of ten-minute 
lessons on honesty and then teach a lesson each day over a 
period of weeks. Instead, she would utilize the various situ-
ations arising in the course of school activities, have ohil-
lHenry J. Otto, Principles of ElementarY Education 
(New York: Rinehart and Company, Inc., 1949), PP. 221-223. 
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dren conduct themselves in honest fashions, and discuss vari-
ous phases of desirable conduct as the occasions and need for 
such discussion arise. Similarly, it is very difficult to 
motivate elementary school pupils to a vigorous study of 
arithmetic on the basis that they will need to be proficient 
in arithmetic when they grow up. Children of elementary 
school age are too immature to appreciate long-term values 
and therefore derive little or no motivation from the defer-
red values which teachers try to use so frequently as a means 
of motivation. Because of children's inability to appreciate 
long-term values, it is desirable for each activity to have 
one or more immediate objectives which are meaningful and 
si gnificant in children's thinking. In some instances these 
immediate objectives or purposes have an obvious direct re-
lationship to the more general objectives ot education. For 
example, an activity in a second grade might have as its 
immediate purpose "Learning to make change correctly at the 
grocery store." At once the reader recognizes the relation-
ship of this immediate objective to the more general one of 
"The educated person solves his problems of counting and cal-
culating." 
There are other activities for which the children's 
immediate purposes seem somewhat unrelated to any items in 
a formulation of general purposes of education. For example, 
the children play softball during the play period. The motive 
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prominent in the children's minds is to have fun playing 
softball. The teacher's reason for including softball among 
the activities sponsored by the school is the many opportun-
ities which softball games provide for Promoting physical 
development and social education. In a way both the teacher 
and the children hold the immediate purpose of enjoying the 
softball game, but in addition the teacher recognizes the 
types of educational values in the realms of physical devel-
opment and social education. In a very real sense the soft-
ball game is being used by the school for the purpose of pro-
moting important general objectives of education. 
Presumably, in each school activity, the immediate 
specific objectives of teacher and pupils should be the same 
so that the activity may proceed with harmony and efficiency, 
but in most cases the teacher sees--or should see--rather 
clearly the relationship between the immediate objectives 
and the long-term or general purposes of education. The chil-
dren's desire to engage in activities is motivated by inter-
ests and needs which are rather immediate in their lives. 
These same factors explain why the activities which consti-
tute the curriculum are seldom organized around topics or 
problems which have a direct relationship to general objec-
tives. Yet the school must be sure that the activities 
sponsored allow tor maximum amounts of pupil growth and 
development in the direction of the general purposes of 
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education. These are also the reasons why so many school 
activities have such labels as "making bird houses," "play-
ing house," "playing school " , "having a birthday party," 
"publishing a school paper," "finding out how children live 
in other lands," and "preparing Christmas baskets for the 
needy." Such titles reflect dynamic, tangible, and immediate 
interests of children, and the groups of activities which 
they suggest must be conducted in such a way that children 
grow and develop in the directions indicated by the general 
purposes of education. 
The third point about activities which should be kept 
in mind was partially explained in a preceding chapter: most 
activities provide opportunity for multiple learnings. An 
activity such as publishing a school paper g1Yes pupils a 
chance to improve their reading abilities because they will 
be reading various books, pamphlets, and magazines to gather 
information for articles to be written; to improve their pen-
manship, spelling, and written composition as they write 
articles, notices, announcements, and news items for the 
paper; to improve their skills in human relationships as they 
work together in committees doing the various jobs entailed 
in preparing and distributing a school paper; and to improve 
their attitudes and proficiencies in the realm of civic 
responsibilities as they discharge responsible roles in pub-
lishing the school paper. 
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The analysis could be extended to include many more 
examples, but enough has probably been said to make clear to 
the reader that most school activities contain the poten-
tiality for multiple learnings. Because of this indirect 
relationship frequently found between school activities and 
the purposes of elementary education, the true appraisal of 
the program of school life must be sought by making a com-
parison between the purposes of education and the types of 
growth and development which children experience. 
Making Basic Changes in Curriculum Structure1 
Assuming that a faculty 1s ready to undertake a more 
fundamental program of curriculum improvement, certain factors 
must be considered if the venture is to be successful. 
The program should be democratically planned. Some 
plans fail because most of the planning is done by the admin-
istration. The principal decides that he wants to make 
changes and proceeds to appoint committees and assign func-
tions without much consultation with the faculty. Such auto-
cratic planning bogs down, usually before the program gets 
underway. On the other hand, if the principal has followed 
the plan of studying the program cooperatively and the staff 
riculum 
41 
has actually discovered weaknesses which need to be overcome , 
the chances of success are much better. The plans tor cur-
riculum study then originate with the faculty as a Whole and , 
teachers are much more likely to assume responsibility. 
Adequate resources should be provided. One of the 
most important of these resources is good leadership. This 
should come from the school in most cases. Consultants from 
other institutions may give valuable assistance, but the con-
tinuous day-to-day leadership should be provided for within 
the school. In small schools, a capable teacher, or the prin-
cipal, should be designated as curriculum director or coordin-
ator. In large schools, the regularly appointed curriculum 
director should, of course, provide the leadership. Adequate 
finances should be provided for the release of key personnel 
for all or part-time for the purchase of books, pamphlets, 
courses of study, and the like, and for consultant and secre-
tarial service. Sufficient building space should be provided 
for a laboratory .workshop which would serve as headquarters 
for the project, and a place conducive to work. 
All teachers should be involved. Not all teachers are 
equally intelligent, equally interested, or equally capable. 
But all can contribute something of value. The principal who 
does not utilize the curriculum reorganization program as a 
means of promoting in-service growth is overlooking one of 
his best opportunities. But even more important is the fact 
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that the participation of all in a common enterprise is the 
best way of underwriting the success of the venture. Other-
wise, there is constant danger of 11 sabotage 11 from individuals 
and groups that are not identified with the program, and as a 
consequence do not understand the significance of the work 
that is being done. 
Community groups and students should participate. In 
a final analysis the staff of the school, with the approval 
of the board of education, of course, is responsible for deter-
mining the curriculum, but this does not preclude the use of 
community and student groups for making suggestions, for assist-
ing in gathering data, and for studying the ways in which the 
school may more effectively utilize the community as a labora-
tory. The level and extent of participation will have to be 
determined by the local situation. 
The basic issues should be studied by the staff as a 
whole. There will be many activities that may be delegated 
to a central curriculum committee, but the basic issues in-
volving the over-all structure of the curriculum need to be 
studied by the entire staff. These issues would need to be 
formulated by the group, but the following would probably be 
included: 
2. 
To what extent should the subject-centered organiza-
tion be modified? 
Should the curriculum be organized in terms of 11 sooial 
functions" or "adolescent needs," or some modified 
plan? 
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3. Should a program of common learnings (core) be 
set up? 
4. Should the 11 act1vities program" be made an integral 
part of the curriculum? 
5. What should be the relationship between the guidance 
and curriculum organization? 
6. What special-interest areas should the school pro-
vide for the purpose of meeting the vocational, 
intellectual, and recreational interests and needs 
of students? 
7. How much pre-planning should be done, and how should 
this be accomplished? 
8. How shall the new program be staffed? 
Not all of these issues can be settled until the pro-
ject is well underway, but they need to be studied and deci-
sions made as sufficient data for solutions become available. 
Steps in Curriculum Construction1 
Various students of curriculum construction have stated 
the steps to be followed in curriculum revision or r eorganiza-
tion. Although their recommendations differ in detail, the 
general procedure is somewhat as follows: 
1. Determining social needs and problems through the 
discovery of facts about the conditions of life in 
the community. 
2. A study of human development involving detailed con-
siderations of the nature of growth and the needs of 
children. 
3. Formulating a definite philosophy of education which 
1Leo M. Chamberlain and Leslie W. Kindred, The Teacher 
and School Organization (New York: Prentice-Hall, Ino., 1949), 
pp. 343-344. 
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reflects an understanding of the facts arlsing from 
a study of social needs and problems and the oas1c 
considerations underlying human development. 
4. Translating the philosophy of education into a state-
ment of the purposes for which the school exists. 
5. Breaking down each purpose into its several aspects 
and describing the kinds of behavior in pupils that 
should result when each aspect of the purpose has 
been attained. 
s. Determining .the nature of the learning experiences 
and instructional material needed to produce the 
desired forms of behavior. 
7. Organizing the learning experiences and instruction-
al materials into a suggested series of teaching 
units. 
B. Constructing experimental teaching units. 
9. Trying out the experimental units and revising them 
in the light of findings growing out of the experi-
mentation. 
10. Determining the situations and the means available 
for gathering evidence revealing the outcomes of 
learning. 
11. Estimating the degree to which the outcomes of learn-
ing approximate the established purposes. 
12. Revising the curriculum along lines suggested by the 
evidence concerning the extent to which purposes 
have been realized. · 
In actual practice a large number of schools do not 
follow so comprehensive a series of steps as those just de-
scribed. Administrators have not seen fit to disregard sub-
ject-matter tradition, even thoughthey may believe 1n a 
theory of curriculum construction that would ignore it. 
Forced as they have been frequently to compromise between 
the need for a functional program and the exigencies of their 
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situation, they have made only such changes as seemed prac-
tical. Yet in spite of the conservatism that characterizes 
the typical administrator, enormous progress has been made 
in curricular improvement during the last decade. Large sec-
tions of useless materials have been eliminated from the our-
riculums of the elementary and secondary schools; attention 
has been centered on realistic purposes of education; some 
subjects of study have been eliminated from the curriculum, 
and reorganized programs have brought in new and better ar-
rangements of learning experiences; textbooks have been pushed 
into a secondary position with a wide variety of source mate-
rials taking their place; and, among other changes, thousands 
of teachers have had their attention centered on the nature 
of the child and the adolescent, his needs and interests, 
rather than on the subject matter of instruction. 
Coordination of Curriculum with Other Factors1 
The teacher, as well as other curriculum makers, 
should bear in mind at all times that the effect produced 
upon the child is the result of a considerable number of fac-
tors only one of which is the curriculum. The direct result 
is like the resultant of a number of component forces one of 
which is the curricular materials. Or to use another analogy 
lHarl R. Douglass, (ed.), The High School Curriculum 
(New York: The Ronald Press Company, 1947), pp. 38-39. 
the desired result is like a chemical compound or a cake. 
What is needed to produce the desired compound or cake de-
pends upon what is already in the mixture or likely to be 
put in soon. 
Among the other component environmental forces may be 
mentioned the following: 
1. fue previously acquired background of the learner 
a. Vocabulary 
b. Interests 
c. General information 
d. Background in the particular field 
e. Out-of-school experience 
f. Attitudes 
2. The home background of the learner 
a. Interest and attitudes of the parents 
b. Opportunities for study--physical aspects, 
books and periodicals, assistance of parents 
3. The effects upon growth by the 
a. Radio 
b. Movies 
c. Newspapers and periodicals 
d. Library 
e. Companions 
f. Work experience 
g. Contacts with adults 
The curriculum cannot be planned except in view of, 
and in adjustment to, the forces which play upon the indi-
vidual influencing his growth--any more than it can afford to 
ignore the hereditary factors in growth. The school is indeed 
a supplementary institution. This fact has important implica-
tions for the curriculum construction which should be mentioned 
here. 
The Supplementary Nature of the Curriculum--by reason 
of its supplementary character the school must keep in at 
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least fair adjustment to the rest of the learner's environ-
ment. This adjustment involves the following relationships: 
1. The specifications for the desired product of the 
schools must be drawn in the light of the condi-
tione and demands of society as the learner will 
find it, including conditione in contemporary 
society which call for compensation or corrective 
education. 
2. When some other social institution or area of the 
learner's environment no longer influences growth 
toward the objective of education as it did former-
ly, the school must follow one of three altern-
at! vee: 
a. Re-educate the particular social institu-
tion or some other agency to take over and 
serve as a replacement. 
b. Allow the particular educational service 
to go unperformed. 
c. Adapt the school program so as to assume 
the particular function no longer operative. 
3. When the educative influences of out-of-school 
experiences duplicate those of the school the school 
should 
a. Determine the degree to which certain in-
structional materials and activities are 
no longer necessary. 
b. Adapt the curriculum so as to no longer 
include relatively unnecessary materials 
or activities. 
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CHAPTER IV 
GROUPING FOR LEARNING 
The principal is responsible for grouping the 
learners into the best possible growth environment. 
Much discussion and comment is found on this topic 
but with no unanimity of conclusion. Upon the 
foundation of educational objectives developed in 
the staff curriculum study, a grouping plan may be 
found from the following recommendations that would 
be harmonious and workable. 
Administrative Organization and Grouping1 
It seems quite clear in the light of results of in-
formal and of controlled experimentation that superior re-
sults may be obtained from homogeneous grouping only when 
adequate and effective adaptation of instruction accompanies 
grouping. Grouping should be regarded as an administrative 
device which will facilitate the adaptation of instructional 
materials and methods to pupils of different levels of 
ability. It is a plan of sectioning which involves careful 
attention and much time. It is attended with several ob-
vious dangers incident to any procedure which involves classi-
fying pupils on the basis of mental abilities. If after 
grouping has been provided an adaptation of materials and 
1 H. R. Douglas s , Or anization and Administration of 
Secondary Schools (Boston: Ginn and Company, 1932 , p.347. 
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methods is not effectively worked out, the procedure has 
been distinctly a liability rather than an asset. 
Grouping should be employed only in those schools in 
which not only intelligent and careful attention is given to 
the technical phases of grouping but also in which the in-
structional force is both competent and willing to modify 
courses of study apd methods of teaching to suit the needs 
and abilities of the different groups. 
1 
Administrative Arrangements for Group Living 
As a result of an evaluation of previous practice, 
the Orange, Texas, public schools now group children for 
their wholesome development. Assignments to groups are con-
tinuous and flexible and are intended to: (a) provide suffi-
cient difference to insure group complexity and yet afford 
enough similarity for harmonious living; (b) provide the child 
opportunities to live with mutual satisfaction with his neigh-
bors; (c) assure his living happily with himself; (d) facili-
tate a normal amount of success of every child without un-
favorable comparison with others; (e) provide for the best 
development of academic powers and mental acumen; and (f) 
place the child in a similar group as to chronological age, 
physical development and social maturity. The plan begins at 
lEducation for All American Children Educational 
Policies Commission, National Education Asso~iation and Ameri-
can Association of School Administrators. (Washington: The 
Commission, 1948), pp. 20?-208. 
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registration Wednesday and Thursday before school starts. 
At this time basic information is secured. Over the following 
week-end teachers cooperatively study the data and apply 
criteria for temporary grouping. Data came from registration, 
previous information, and the reaction of the teacher who 
registered the child. When school opens on Monday morning 
each child belongs to a group into which he can fit. Teachers 
and administrators make a continuous study of this placement. 
Changes which seem to be needed are worked out cooperatively 
and honestly with the child and his parents. 
In the Laboratory School at the University of Chicago, 
six- and seven-year-old children are grouped in four rooms, 
not as first- or second-graders, but as members of a primary 
group. In each room there is an equal number of six-year-
olds and seven-year-olds. This practice gives children the 
advantage of working with older or younger children and allows 
a greater flexibility by treating the four classrooms and the 
eight teachers as a unit . 
The Higgins Elementary School, Detroit, Michigan, is 
experimenting with a modification of the platoon organization. 
Called the "Rotary Plan, 11 the experiment divides the pupils 
into three units: Primary, intermediate, and upper. Teachers 
work in a single unit only and thus become more closely asso-
ciated with certain children. Frequent meetings of the teach-
ers within a given unit help to unify their efforts. The plan 
is designed to bring children into contact with several teach-
ers and yet to increase the amount of time a child spends 
with one teacher over a period of years. 
The Cornman School, Philadelphia, Pennsylvania, has 
no grades. Pupils enter a vestibule class where they are 
grouped by chronological age. As soon as a child is deemed 
to be well adjusted to school life in general he is moved to 
a class based on social maturity. Determination of social 
maturity is based on the teacher 1 a judgment and on a aeries 
of teste. Grouping is completely flexible and a child is 
moved from group to another, or from one teacher to another, 
as the need arises. 
Evaluation of Ability Grouping1 
The significant discovery that children differ plays 
an important part in their classlfication by ability. Al-
though the subject of ability grouping is controversial in 
certain respects, the significant evidence will be presented 
in order to indicate its relation to the classification and 
progress of pupils. 
Rankin has summarized the most significant studies 
dealing with ability grouping in the following statements: 
1 William A. Yeager, Administration and the Pupil 
(New York: Harper and Brothers, 1949), pp. 136-138. 
1. 
2. 
4. 
5. 
s. 
7. 
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Evidence slightly favored homogeneous grouping 
as contrasted with heterogeneous grouping, 
especially where adaptations of methods and 
materials are made. 
Most~achers prefer to work with homogeneous rather 
than heterogeneous groups. 
Evidence regarding the relative merits of various 
bases of grouping is inconclusive. 
Data adequate for evaluating various types of 
adaptation of materials and methods are not 
available. 
Homogeneous grouping is most effective for dull 
children, and least valuable, at times harmful, 
for bright children. 
The particular grade levels and subjects in which 
homogeneous grouping is most effective have not 
yet been fully determined. 
Data regarding the effect of homogeneous grouping 
upon characteristics of pupils other than skills 
and knowledge are subjective and inconclusive. 
As indicated above, ability grouping has many oppo-
nents. Significant arguments advanced against it are: 
1. An adequate basis for grouping has not been 
scientifically determined. 
2. Ability grouping does not approach real life 
situations in any respect. 
3. Ability grouping develops class distinction--a 
sense of inferiority in the lower group and a 
feeling of superiority in the upper group; a 
stigma is attached to the lower group. 
4. Ability is specific, therefore it is impossible 
to form groups that are homogeneous in each of 
the various subject, with a single general classi-
fication. 
5. Grouping on the basis of special ability is not 
practical from an administrative viewpoint. 
6. 
7. 
a. 
9. 
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The curriculum is not adjusted to the different 
levels of ability represented by the groups. 
Ability grouping causes jealousy and resentment 
on the part of pupils and parents. 
Teachers are not trained to teach effectively 
groups at the various levels of achievement. 
Ability grouping causes an undesirable competi-
tive spirit between pupils,and in some cases 
between teachers and patrons.l 
The principles of ability grouping have been adapted 
to many forms of school organization and pupil classification, 
on both elementary and secondary levels. In a sense, ability 
grouping is an attempt to approximate more closely individual 
instruction while retaining the group instruction principle. 
2 Self-Contained Room vs, Semi-Departmentalization 
We are hearing much these days about the evils of 
departmentalization and now it should be eliminated from the 
elementary schools. Two decades ago departmentalization was 
quite generally championed as a means of improving instruction 
and enriching the curriculum; now it is pronounced wholly bad 
by some and they argue we should return to the self-contained 
classroom. 
Recent studies as to the relative merits of the one-
teacher, self-contained classroom as compared with the semi-
1J. H. Dougherty, F. H. Gorman, and c. A. Phillips, 
Elementary School Organization and Management (New York: 
The Macmillan Company, 1936), p. 265. 
2Thomas R. Cole, "Extremes and Reversals in Education " 
American School Board Journal, CXIX (October, 1949), 20. ' 
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departmentalized school are difficult to obtain. In fact, we 
have bad but few schools of the larger type during the past 
two decades that have operated on the one-teacher per-room 
plan. A very comprehensive study of the two systems of 
school organization in the Seattle schools was made by Dr. 
Fred c. Ayer of the University of Washington some years ago 
when the majority of the elementary schools were operating 
without any departmentalization. 
were: 
1. 
2. 
4. 
5. 
6. 
The ten factors used by Dr. Ayer in making the study 
Attendance--This factor was measured by the ratio 
of average daily attendance to the average number 
belonging. 
Progress--The rate and facility of promotion plus 
the holding power. 
Achievement--Ratio of achievement to intelligence 
both in academic and in special subjects. Subse-
quent success in high school measured by tests, 
marks, a.nd amount of work carried. 
Curriculum--Adaptability to mental, physiological, 
and social variations of the pupils. Opportunity 
for earlier beginnings and longer sequences of 
secondary subjects. Wider variety of offerings 
and differentiation of courses. The promotion of 
preparatory, civic, health, cultural, vocational, 
home membership, and character aims of education. 
Instruction--Opportunity for specialization. The 
amount and severity of the teaching load. Stimulus 
for self-improvement of teacher. Opportunity for 
personal influence. Individual attention to pupils. 
Supervised study. Lesson planning. Classroom 
management. 
Supervision--Assignment and training of teachers. 
Discipline. Directed teaching. Inspection of 
8. 
9. 
10. 
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schoolwork. Relation to special supervisors. Ex-
tracurricular activities. 
Administration--Organization of school program. 
School movements. Records. Community relatione. 
General cooperation. 
Guidance--ExPloration to discover aptitudes and 
individual differences. Educational and vocational 
counsel. Mandatory special training. 
Socialization--Participation in group activities. 
Stimulus toward cooperative effort. Training in 
leadership. 
Low cost--Buildings and Grounds. Instruction. 
Supervision. Operation, Maintenance, Administra-
tion. 
The rank in merit points for each type of school or-
ganization was as follows: (Rank 1 is high). 
Ten Factors 
1. Attendance 
2. Progress 
3. Achievement 
4. Curriculum 
5. Instruction 
6. Administration 
7. Supervision 
8. Guidance 
9. Socialization 
10. Low Cost 
One-Teacher 
Type 
2 
2 
2 
2 
2 
1 
2 
2 
2 
1 
Semi-Depart-
mental-Type 
1 
1 
1 
1 
1 
2 
1 
1 
1 
2 
It will be noted that the semi-departmental school 
ranked first in all of the ten factors except administration 
and cost. There was but little question that the semi-depart-
mental school had an interesting program of work for the 
pupils which was shown by its widespread approval of the 
parents. 
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In approving Dr. Ayer 1s report it was decided that 
grades 1-3 should not be departmentalized but that grades 4-6 
or B should be semi-departmentalized. The amount and charac-
ter of departmentalization was to vary according to the size 
of the school. 
1 The Use of Social Criteria in Grouping 
The fact that social factors play a prominent role in 
a child's conduct and performance at school has probably al-
ways been recognized by some teachers but it is only within 
the past decade or so that careful research has explored 
this phase of child life sufficiently to illuminate it for 
all of us and to give us fundamental insights and techniques. 
What, then, are some of the fundamental issues, facts, and 
techniques which all of us should know and use? 
Among the fundamental issues, four will be charac-
terized in this article. The first of these issues pertains 
to the purposes or objectives of education. We have become 
increasingly concerned (and rightly so) about educating our 
children so that they will be capable of living effectively 
in a democratic society. That may sound trite--but wait a 
minute! What doe~ it really mean? Obviously it means a 
large number of very important things andamong these is the 
1 Henry J. Otto, "The Use of Social Criteria in 
Grouping Children at Sohool, 11 Childhood Education XXII (March, 1946), 326-327. ' 
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fact that every child, in the process of growing up, should 
develoo a wholesome well-integrated personality. It also 
• I 
means that every child should grow up in wholesome adjustment 
to his associates (young and old) and to his environment. 
Personality development and social adjustment have become 
important objectives of education to supplement our former 
narrower emphasis upon mental and academic development. For 
what does it profit a man to become an intellectual giant if 
in the process he becomes unhappy and constantly at odds with 
himself and so ornery that no one wants him around? 
The second basic issue is the nature of personality 
development and the processes and circumstances which makes 
for wholesome personality. Several writers have expressed 
their views of personality, not as a thing or collection of 
different traits and capacities, but rather as the dynamic 
process by which each individual strives to build up, main-
tain, and protect his private world and express directly or 
in disguised fashion his basic feelings toward people and 
situations-. 
Personality development begins in infancy and pro-
bably continues throughout life. It comes about as one inter-
acts with the persons, situations, and material objects in 
one's environment. In the process each individual must come 
to know himself, to appreciate himself, and to have confi-
dence in himself. A person cannot be adjusted even reason-
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ably well unless he believes in himself and feels that he 
has attained a worthy and effective selfhood. In order to 
achieve this feeling of worthy selfhood and harmony with him-
self the person has need for contact with reality, harmony 
with reality, increasing self-direction, and a fair balance 
between success and failure. The only way of being certain 
that one is normal and valued by those around him is to note 
that one has been successful in meeting situations. Either 
too much success or too much failure may warp a person's 
judgment of his proper role in life. 
The third basic consideration is social adjustment, 
which is closely interwoven with personality development. 
Everyone needs to learn how to get along with other people 
and how to relate himself to the persons, events, and mate-
rial objects in his environment. How one relates himself to 
others depends in large measure upon how one feels about him-
self and how others relate themselves to him. This broad 
area of a child's education may be classified under the head-
ing of the "objectives of human relationship." One's social 
needs are just as basic as one's physiological needs. All 
persons have need for affection or love, a feeling of belong-
ing, a feeling of likeness to others, and a feeling of secu-
rity and status in one's social groupings. 
The fourth basic consideration consists of the broad 
and complex group of psychological factors involved in under-
, 
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standing children's needs, interests, motivations, and be-
haviors. Intelligent guidance of children's growth and 
development along physical, mental, social, and emotional 
lines requires a breadth of knowledge of child psychology. 
This knowledge about children and how they grow and develop, 
the forces which motivate children to action, the way in 
which their basic needs are dynamics in their behavior, and 
how to structure the environment for different children so 
that each child may achieve mental, physical, personality, 
and social development in accordance with his capacities 
must all be translated into practical procedures for group-
ing, teaching, and dealing with children. Altogether too 
frequently we have allowed school machinery to operate quite 
oblivious to the true facts about the psychology of childhood. 
, 
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CHAPTER V 
THE TEACHING LOAD 
Along with learning groups and scheduling, the 
teaching load is to be considered. An exact mathe-
matical number for all situations has not been 
accepted. Since different learners and learning 
situations would require different growth environ-
ment, perhaps there is no set number to be expected. 
The following items may prove helpful in solving 
this problem for a particular situation. 
Importance of Adjusting the Teaching Load1 
What constitutes an appropriate load for the teacher 
is not a new question, but the rising tide of secondary edu-
cation, with an attendant broadening of the curriculum and 
general extension of school service, has brought such rapidlY 
mounting school costs as to focus an increased measure of 
attention on this problem. The recent financial distresses 
of the schools sharpened the demand that costa be held down 
or reduced, despite mounting enrollments. The taxpayer 
watches the educational expenditure, often applying a dollar~­
and-cents gauge, as in the case of an automobile factory or ~ 
packing plant. 
School. 
1 L. v. Koos, et al,, Administering the Secondary 
{New York: American Book Company, 1940}, p. 379. 
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Of another view is the teacher, who is most favorably 
situated for observing the educational product. When a greater 
quantity of work is demanded, he insists that it can only be 
accomplished at the expense of the quality of the product; that 
if the number of pupils put through the mill is increased, the 
educational change effected in each will be decreased. In this 
contention the teacher is backed by college authorities who 
are more concerned with quality than with quantity in the high-
school output. 
Amid these conflicting forces, the principal will hold 
that the education of the pupil is the paramount criterion 
for his guidance. In maintaining this standpoint and in con-
veying it to others, however, he labors under a severe handi-
cap, namely the lack of objective measurement of the education-
al product. He has no dollars-and-cents gauge on output, as 
he has for investment . Indeed, he must again and again labor 
to convince superficial thinkers that the output is not 
measured by a mere count of the boys and girls who are being 
graduated from the high school. Despite this basic difficulty, 
the administrator must formulate policies and make decisions 
regarding the teacher's load . In carrying on this function 
he needs all knowledge available concerning the various fac-
tors Which determine the load . 
l Some Factors in the Teaching Load 
In the early stages of his work the schedule-maker 
must collect considerable information regarding the teachers. 
Decisions from the proper school officials determining the 
number of teachers for the following school term should be 
known before construction on the final form of the daily 
schedule may be intelligently undertaken. The best available 
estimates of pupil enrollment determine the probable number 
of teachers in many large school systems. In smaller school 
systems these carefully prepared figures on probable enroll-
ment constitute a practical basis for requesting and approv-
ing the total number of teachers. 
Professional opinion favors a maximum pupil-teacher 
ratio of approximately 25 to 1. Most accrediting agencies 
and state departments of education now have standards per-
mitting a maximum pupil-teacher ratio of 30 to 1. The pupil-
teacher ratio is inclined to be much larger in larger high 
schools than in small schools. 
The number of regular classes daily for each teacher 
is usually recommended to be five. Teachers in small high 
schools are apt to teach more classes daily than teachers in 
large high schools. The economic depression starting in 1929 
caused a significant increase in the average number of classes 
1R. E. Langfitt, The Daily Schedule and High School 
Organization (New York: The Macmillan Company, 1938), pp. 62-
63. 
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assigned to teachers daily. 
The maximum norm for pupil-periods on the teaching 
schedule tends to be 150 daily or 750 weekly. In spite of 
some studies which found that some kinde of learning seem to 
occur as readily in large classes as in small classes, teach-
ers as a group are strongly opposed to large classes. The 
schedule-maker is generally limited by local school policy, 
state requirements, or regulations of accrediting associa-
tions in fixing the maximum pupil load per teacher. 
Other factors in the teaching load, which must be 
considered by the schedule-maker in the light of various 
regulations and limitations, include the number of different 
class preparations, the relative difficulty of different sub-
jects, the length of class periods, the length of the school 
day, and the extent of participation by teachers in extra-
classroom activities. 
Studies Concerning the Teaching Load1 
Many city superintendents of schools have expressed 
the opinion that an elementary class of 40 pupils, a six-
hour day, and the extra duties associated with this teaching 
assignment are not an excessive load. Even though such an 
opinion is debatable, there are reasons behind it which new 
1Leo M. Chamberlain and Leslie w. Kindred, The 
Teacher and School Organization (New York: Prentice-Hall, 
Inc., 1949), pp. 223-224 . 
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teachers should understand. Primarily, the pressure for 
financial economy is the largest factor that has influenced 
superintendents to schedule large classes. Acting as agents 
of school boards, they are required to keep costs as low as 
possible. Whenever enrollments increase out of proportion 
to income, large classes have been created as a means of 
holding costs within the limits of the budget. At the same 
time, the scheduling of large classes has been justified by 
superintendents in the light of several research studies 
showing that there is little relationship between class size 
and pupil achievement as represented by test results . 
In these research studies, small and large classes 
have been defined in various ways. In general, the smaller 
group has usually enrolled 20 or fewer pupils and the larger 
from 35 to 45. However, the large class in some experimental 
situations has enrolled as many as 60, 70, or even 100 pupils. 
The results of these investigations of class size in 
relation to pupil achievement cannot be accepted without 
definite qualifications . On the basis of achievement tests 
in subject matter, the small classes offered little, if any, 
advantage over the large class. This would seem to suggest 
that where good methods of drill are used, class size is 
not too significant a factor in this kind of learning. But 
when attention is given to current considerations of growth 
in all aspects of childhood and youth, including social att1-
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tudes, habits of work, quality of critical thinking, health-
ful living, ability to get along with others, skill in group 
processes, the application of principles to life situations, 
the interpretation of information and many other specific 
aspects of living, the same generalizations respecting class 
size are untenable. Considerable research is needed before 
sane conclusions may be drawn about class size in relation 
to learning; any new research undertaken must deal with the 
total learning situation, not a narrow aspect of it. 
The empirical findings o! classroom teachers favor 
small classes as against large classes for several reasons. 
In a study involving almost 5,000 classes in both the ele-
mentary and secondary schools, teachers indicated that large 
classes created the following types of problems: 
1. Inability to become acquainted with pupils and to 
give the individual help needed. 
2. Crowding of room and inadequate facilities suffi-
cient to impair the program. 
3. Load of papers, clerical work, records, etc. 
4. Problems of management, organization, control, 
discipline. 
5. Extent of ability range. 
6. Presence of problem pupils: retarded, poorly pre-
pared, or handicapped. 
?. Load of making preparations and plans, and devising 
teacher-made materials.! 
lThe Teacher Looks at Teacher Load, Research Bulle-
tin, Vol. XVII, No. 5 (Washington: Research Division, Na-
tional Education Association November 1939) 252. , , , 
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When asked in this same study what the maximum number 
of pupils was who could be taught advantageously in one class, 
the teachers had a definite answer. They regarded 30 pupils 
as an average-size class with the maximum placed s.t 35 . 
1 Assigning the Teaching Load 
Before going far with the building of the daily sched-
ule of classes, the principal needs full information concern-
ing the number of teachers available. The data concerning 
probable pupil enrollment aid in determining th.e number of 
teachers necessary. The principal also needs to know the 
tra ining, the experience, the fitness, the likes and the dis-
likes of each teacher employed. In six-year high schools, 
be must have clearly in mind the policy relative to assign-
ment of teachers to either the lower or the upper unit or to 
both units. Desirable articulation is more easily secured 
when certain teachers have duties in both units than when 
they are assigned to only one unit . 
The size of the classes depends somewhat upon the 
subject, the method, the school, the teacher, the size of 
classrooms, the equipment, the number of teachers employed, 
and the number of pupils enrolled. In general, it is not 
wise to provide a class for fewer than eight or ten pupils, 
lc. R. Maxwell and L. R. Kilzer, High School Admin-
istration {Garden City, New York: Doubleday Doran and 
Company, Inc., 1936), pp . 171-173. ' 
--------------------------------~-
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but this depends somewhat upon the subject and upon the size 
of the high school . If a number of pupils have taken first-
year Latin, it is unfair not to permit them to carry second-
year Latin the following year even though the class be small. 
In some classes the number of pupils may be permitted to 
reach 35 or 40. In physical education and chorus the number 
may even be larger. When a subject requires that much indi-
vidual attention be given each pupil, the number enrolled 
must be kept lower. No convincing evidence is at hand to 
indicate the optimum number of pupils in the various subjects 
and classes in high school. In general, it may be said that 
the size of most classes may be increased somewhat without 
causing any appreciable reduction in the efficiency of the 
teaching. If the teacher of a natural-science subject uses 
the demonstration method to a large extent, he can teach more 
pupils in a given class section than when he uses the indi-
vidual laboratory method. Limited budgets may reduce the num-
ber of available teachers and may make it necessary to in-
crease somewhat the size of the average class. If the local 
school eliminates the weaker teachers and retains the stronger 
ones its efficiency may actually be increased by reducing the 
number of teachers and by increasing the average size of 
classes. An unprecedented enrollment may cause the size of 
the classes to increase, but this is not a serious handicap 
if kept Within reasonable bounds. The size of the classrooms 
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is often an important factor in the determination or 
class size. 
The North Central Association of Colleges and Secon-
dary Schools, in discussing the teaching load, recently said: 
An average enrollment in the school in excess of 
thirty pupils per teacher shall be considered as a 
violation of this standard . For interpreting this 
standard the principal, vice-principals, study-hall 
teachers, vocational advisers, librarians, and other 
supervisory officers may be counted as teachers for 
such portion of their t i me as they devote to the 
management of the high school . In addition, such 
clerks as aid in the administration of the high school 
may be counted on the basis of two full-time clerks 
for one full-time teacher.l 
The North Central Association also recommends (1) that 
the pupil-teacher ratio be 25 to 1, (2) that the teacher teach 
f i ve classes daily, and (3) that the total number of pupil-
periods per teacher be 150 daily. The number and kinds of 
daily preparations should, of course, be kept in mind when 
teaching load is being considered. In most high schools it 
i s possible to assign teachers so that some may teach in their 
major fields only, while none needs teach in a field in which 
his preparation is less than that represented by a college 
minor. This plan tends to lighten the teacher's preparation 
significantly. More clerical, administration, and extra-cur-
ricular work may be required of those whose daily preparation 
is comparatively light . Experienced teachers should usually 
have heavier loads than inexperienced teachers. 
1
"Proceedings of the Commission of Secondary Schools," 
~orth Central Association Quarterlz, X (July, 1935), 99. 
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CHAPTER VI 
CONSTRUCTION OF THE SCHEDULE 
By proper scheduling · the principal provides sys-
tem and order for the actual work of hie school. 
Haphazard planning of the daily schedule will result 
in much waste of time, loss of morale throughout, 
and lack of confidence in the planning administrator. 
By building a smooth-running program for carrying on 
the full curriculum, the principal may gain respect 
from staff and students that will carry through all 
phases of school contact. Some suggestions on this 
topic are listed below. 
Guiding Principles to Be Observed in Scheduling1 
What principles or standards shall govern this task 
of drawing up the schedule? Quite clearly, the function 
should be performed in the light of certain goals to be at-
tained, certain instructional and learning conditions to 
be established. The following are what appear to be the 
more important considerations, listed as principles to be 
observed: 
One, the schedule should afford each pupil the op-
portunity to pursue studies which his individual needs and 
interests justify him in desiring. The realization of this 
criterion is of necessity limited by the offering of the 
1L. V. Koos, et al., Administering the Secondary 
School (New York: American Book Company, 1940}, pp. 287-289. 
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school. It is the schedule, not the program of studies, with 
which we are here concerned. The principle simply means that 
if chemistry is the elective subject which fits John's needs 
and interests, the schedule should be made to accommodate 
John rather than be drawn up so arbitrarily as to force him 
into French or typewriting. While the principle may seem 
obvious, its wholehearted acceptance by the schedule maker 
multiplies the difficulty of his task. 
Two, as may be judged to follow from the first crite-
rion, the school schedule must be based on and prepared in 
the light of the choices of subjects made by the pupils under 
guidance. A question of priority is here raised and settled. 
Before the schedule of classes can be or should be made, the 
pupils will register on cards, or slips, their choices of sub-
jects, profiting by such advisement as the school's guidance 
program affords. From such registration cards, the schedule 
is derived. 
Three, teacher qualifications must be thoughtfully 
weighed and optimally used. Usually this principle has re-
ference to the subjects in which teachers are prepared and 
for which they are certified. In those states where subject 
certification prevails, the schedule maker is compelled to 
pay close attention to this factor. The principle, however, 
implies more than a respect for college semester hours. It 
may well involve the careful assigning of teachers to classes 
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of various types, ages, and interests, according to the sex, 
age, experience, and personalities of the teachers. Such 
matters as special aptitudes, physical strength, and extra-
curricular responsibilities must often be considered in the 
scheduling of teachers to classes and to schoolrooms. 
Four, the schedule must make it possible for teachers 
to know pupils and to know them well enough to individualize 
educational treatment. In a thoughtful study Harry L. Baker 
found that 11High-school teachers know less than a fourth of 
the facts about their pupils which educators, guidance spe-
cialists, and psychologists consider of importance in the 
educational treatment of individual children."1 Is this lack 
of knowledge of pupils attributable to the current state of 
extreme departmentalization which gives each teacher slender 
contacts with many pupils rather than intensive contacts 
with a few pupils? Baker advances it as one explanation. 
Acceptance of this principle in schedule making would 
entail changes of a revolutionary character in the organiza-
tion of many of our secondary schools. It is not easy to 
answer under just what conditions of numbers and of contacts 
a teacher can be expected really to know his pupils. However, 
the next section of this chapter presents analyses of some 
111High-School Teachers' Knowledge of Their Pupils," 
School Review, XLVI (March, 1938), 187. 
, 
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schedules which without doubt represent a serious lack of 
respect for this principle. 
Five, the schedule must equalize the load of teachers, 
giving due consideration to all the factors that contribute 
to a teaching load. The intimate relationship of the func-
tions of making the school schedule and of assigning the 
teaching load is readily apparent. To build the schedule so 
as to be just to all the teachers and likewise thoughtful of 
their convenience and comfort is to make a vital contribution 
to faculty morale. 
Six, the schedule should equalize class sections ac-
cording to standards established in advance. For example, 
if the 90 freshmen of a school are to be taught English in 
three sections, it is poor scheduling to have those sections 
enrolling 15, 30, and 4~ respectively. Careful thought should 
be given to the desired size of sections when the school sched-
ule is prepared and again when the pupils' schedules are made 
up. 
Seven, the schedule must be made to give each pupil 
and teacher as simple and regular an arrangement of his class 
and study-hall engagements as is possible. It should be made 
easy for pupils and teachers to establish habits--habits of 
being in a given place at a given time, of having in hand the 
correct books or other materials required for each class, of 
having outside preparation made, and so on. By reducing as 
' 
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much as possible of one's life to routine, energies may be 
concentrated to greater advantage. The best practical sched-
ule for the school is a daily schedule--the same subjects 
coming at the same time and in the same place every day. 
There is a tendency in some schools--especially junior high 
schools--to overlook the significance of time-and-place 
regularity on a simple daily basis and to build schedules 
quite largely on a weekly basis. Where such practice is be-
ing followed, realization of this principle will necessitate 
reorganizing the program of studies on a five-days-a-week 
basis before construction of the schedule can be started. 
Eight, the schedule should provide for such alter-
nation of the activities of the pupil as will obviate fatigue 
and respect convenience. If the pupil bas separate study 
periods, they should be scheduled in some degree of alterna-
tion with his subjects, thus contributing to a restful vari-
ation in activity. If the pupil's subjects involve his 
presence in parts of the building which are relatively re-
mote from each other, the time arrangement of his day should 
be planned with a view to convenience. To achieve conditions 
favorable for learning by a sensible conservation of time and 
energy is the purpose of this principle. 
Nine, the schedule should aim at the most appropriate 
use of the space, the varied facilities, and the equipment of 
the school. Axiomatic as this principle may seem, its reali-
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zation depends on the schedule maker's well-developed under-
standing of the materia l requirements for the teaching of 
the various subjects. Just as the provision of a well-plan-
ned, well-equipped building is testimony to high-grade pro-
fessional practice in education, so the maximum use of those 
facilities is a challenge to organizational ability and to 
educational statemanship. 
Ten, the schedule is the means of assuring the smooth 
functioning of the school from the very beginning of the year 
or term for which it is made. The implication of this prin-
ciple is that all the steps in schedule making must be carried 
out in advance of the period which the schedule is to serve. 
Adjustments will always be necessary when a schedule is first 
put into operation, but adequate foresight will render them 
few and minor in character. The school which is started with-
out confusion or lost time claims the respect of pupils, 
parents, and teachers. 
1 Gathering Preliminary Information 
The principal or his schedule committee either must 
already have acquired the following information fundamental 
to schedule-making or must acquire it: 
1. The structure and plan of administration of various 
curricula: which subjects are constants and which 
are variables. 
2. The probable number of enrollments in each subject. 
1H. R. Douglass, Organization and Administration of 
Secondary Schools (Boston: Ginn and Company, 1932), p. 130. 
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3. The standard, minimum, and maximum size of class 
sections in various subjects. 
4. The number of class sections necessary in each 
subject. 
5. The plan for forming class sections. 
6. The number and types of rooms available. 
7. The organization of the school day: the length 
and number of periods, the beginning and dismissing 
hours, and the length and hour of the lunch period 
or periods. 
8. Special problems; for example, overlapping sessions 
made necessary by building congestion, and time 
available of part-time instructors or supervisors. 
9. Data concerning teachers: preparation, experience, 
preferences as to duties, and special fitness for 
different typesof activities. 
10. What shall be regarded as the standard teaching 
load. 
Building the Schedule1 
Methods for construction of schedules. With informa-
tion regarding the preceding topics, the administrator is 
equipped with the necessary data and knowledge for use as 
the basis in outlining the daily plan of work for his school. 
There are, in general, three methods of working out a sched-
ule which will provide for the different factors involved. 
These are the mosaic, the block, and the combination methods. 
The mosaic method. The commonest method is a sort 
of trial and error procedure in which teachers, rooms, and 
lJ. B. Edmonson, J. Roemer, and F. L. Bacon. The 
Administerin of the Modern Secondar School. (New York: 
The Macmillan o., 1948 , pp. 117-119. 
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class sections are fitted together in the schedule in the 
manner that seems most satisfactory and efficient. The method 
cannot be used satisfactorily in large schools where so many 
complex factors enter into the construction of the schedule 
• 
It is best adapted to schools of from 100 to 800 enrollment 
• 
In making the schedule for a school with an enrollment of less 
than 800, the administrator generally knows from first-hand 
experience the different matters that must be taken into con-
sideration and adjusted. Since most secondary schools fall 
into this enrollment class, the mosaic method ranks first in 
frequency of use. 
The three steps in procedure generally followed are: 
(1) to assign sections to class periods and to teachers, (2) 
to fill in room assignments, and (3) to check for conflicts. 
The third step is the most difficult, and administrators 
have been known to spend weeks trying to iron out difficulties 
and avoid conflicts. A variety of devices have been used in 
trying to speed up assignments and avoid conflicts. Adminis-
trators have tried pins, colored p~gs, blocks, cards, and 
various other movable objects in putting together their 
"jig-saw schedule puzzles." 
The block method. A second method gets is name from 
the procedure used, which consists of arranging all sections 
in nonconflicting groupe or blocks. Each period in the schoOl 
day, exclusive of the activity period, is generally regarded 
as a block or unit. Students in each year or semester class 
are distributed to class divisions which are assigned as 
units to class sections. In making these assignments, the 
administrator should have at hand: (1) a list showing the 
enrollment in each class, (2) information on rooms, and (3) 
data on teachers to be assigned to the various sections. 
Conflicts may be more easily avoided when dividing the classes 
into groups if the class is first divided into curriculum 
groups such as college preparatory, general, commercial, etc., 
and then subdivided. This system cannot be used to eliminate 
all conflicts, especially in a school where the curriculum is 
not uniform or where there is much flexibility between various 
curriculums. Where several curriculums and many electives in 
each curriculum are offered, it is obvious that individual 
choices of students will lead to many conflicts. These will 
come to light when the student's individual program card is 
being made out. Approximately the same number of class sec-
tions must be assigned to each block in order to balance the 
schedule from the point of view of students, teachers, and 
plant limitations. Many schools attempt to assign students 
to sections on the basis of ability. Then, it is usually 
desirable to assign at least two sections of the same course 
to the same period of the daily schedule. The larger the 
school, the more possibilities of this kind exist. 
Variations in the block method. The block type of 
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schedule may be either horizontal or staggered. In the hori-
zontal arrangement, the first block or period, for example, 
rune throughout the week at the same time each day. In the 
staggered variation, the block is set at the first period of 
the day on Monday and Tuesday, the fourth period on Wednesday 
and Thursday and the eighth period on Friday, or any other 
combinations that may seem desirable. The same scheme applies 
to the other periods of the day. 
The combination method. A procedure consisting of a 
combination of the mosaic and block methods is carried out 
in constructing the schedules of many schools. The procedure 
is to place as many as possible of the nonconflicting groupe 
of courses by the block method. In completing the schedule 
and adjusting parts where conflicts exist, the mosaic method 
is used. 
1 Scheduling in the Elementary School 
In the making of programs, or the approving of pro-
grams submitted, the principal should work with certain con-
structive ideas in mind. He must of course see that the allot-
ted times figure out correctly, that the recesses and dismis-
sals come as they should, that schedules do not conflict with 
assembly periods, that the maximum and minimum time allotments 
1Ellwood P. Cubberly, The Princi1al and His School 
(Boston: Houghton Mifflin Company, 1923 , pp. 164-165. 
prescribed are not exceeded, that the work to be supervised 
by special teachers comes in proper rotation so far as is 
possible, and that the number of periods for each subject 
per week are as they should be. In addition the following 
principles ought to find embodiment, so far as can be done, 
in the permanent programs: 
1. After the opening exercises should come one of the 
more difficult subjects, and preferably the one 
that is hardest for the teacher to teach. 
2. Subjects similar in character, such as writing and 
drawing. phonics and word study, reading and litera-
ture, should not ordinarily follow one another. 
3. Similarly, subjects in which the school is taught 
as a whole should not follow one another, some 
sectionaly subject coming in between. 
4. SubJects requiring good muscular control, such as 
writing or drawing, should not immediately follow 
a recess period. 
5. Class work in physical training should not either 
just precede or immediately follow a recess. 
6. Subjects which require the use of special material, 
such as drawing or science, should come when such 
special material can be taken care of with the 
least waste of time. If special rooms are to be 
used, then conflict between classes in the use of 
rooms must be avoided. 
7. Something of a balance should be retained between 
the work of the morning and that of the afternoon, 
not all the easier subjects being placed in the 
afternoon, though the more exacting subjects may 
well come in the morning, 
B. A heavy or an exacting subject, or one requiring 
physical activity, should not be placed immediately 
after lunch. 
9. Subjects requiring close mental work should alter-
nate, where possible, with subjects requiring motor 
activity. 
10. 
11. 
12. 
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Study periods with a teacher should not immediately 
precede recitation periods in that subject, as this 
plan tends to prevent the formation of habits of 
independent thought. 
The number of subjects per day, and the time given 
each subject should vary with the grade periods, 
becoming longer as the children grow older. Reci-
tation periods in the first grade should not 
ordinarily exceed fifteen minutes, in the second 
grade not over twenty minutes, and so on. 
If the work of special teachers must be provided 
for, the subjects they supervise should be arranged, 
so far as can be done, that they can visit the 
classes in rotation on the days or halfdays they 
visit the school for supervision, and thus avoid 
disarranging the school programs the days they 
visit the school. 
The degree of flexibility and variability in a 
program may very properly vary with the experience 
and ability of the teacher concerned. 
Scheduling and the Educational Needs of Today1 
Reorganization, administratively, will not bring about 
the needed changes in the program of the public high school in 
America. Many reorganization plans have been advocated and 
adopted without carrying with them an iota of change as far 
as the program of instruction is concerned. 
The whole junior high school movement is a case in 
point. So is the development of elaborate systems of guidance 
and counseling. Organizational changes almost never bring 
about the desired changes in the nature of the learning process. 
1Paul w. Pinckney, "Organization for Improved Learn-
ing," Educational Leadership, VI (March, 1949), 385-386. 
95 
Fundamental to such changes are changed points of view on 
the part of teachers and administrators that follow careful 
study and consideration of the contributions of psychologists, 
physiologists, biologists, anthropologists, sociologist, 
philosophers, and professional educators as they relate to 
the problems of a particular school. 
However, many teachers and administrators have made 
or are making such investigations with the result that they 
wish to make changes in their teaching that are next to im-
possible in high schools as presently organized. Certain 
changes in organization are essential if such teachers and 
administrators are to have any real opportunity to use the 
knowledges and techniques they are gaining in furthering the 
education of young people in our secondary schools. 
The program must be so organized that part of the 
school day, week, or year of each pupil is spent in areas of 
experience in Which all may participate and the remainder of 
the time in furthering individual and special group interests, 
both vocational and avocational. In the first years of the 
secondary school the amount of time devoted to the areas in 
which all will have learning experiences will be large. It 
will decrease from year to year as individual and special 
group interests receive more emphasis. 
In using the phrases 11 areas in which all may have 
experiences" and "common learnings, 11 no attempt is made in 
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this article either to advocate or oppose a core course in 
common learnings. A proposed plan, however, is outlined which 
makes it possible to organize a school eo that larger areas of 
experience than those allowed for in traditional subject 
fields may be developed, both within the "areas in which all 
may have learning experiences" and in the areas to be devel-
oped for individual and special group interests • . 
In our opinion, there is a large area of organized 
school w,ork in which all young people should have experiences. 
This statement must not be interpreted to carry with it the 
implication of minimum standards of accomplishment nor that 
any two young people working in these areas will have the same 
experiences , or even, necessarily similar experiences. What 
experiences each has will be determined by a variety of condi-
tione, including previous experiences, maturity, interest, 
ability, emotional stability, and others which the reader 
will add. The statement does not carry the implication that 
pupils with a wide range of previous experience, maturity, 
interest, ability, or emotional stability will be working to-
gether as a group to solve problems in which all, or nearly 
all , are interested and to which all make contributions. 
This means that provision must be made within the school 
o.rganization for a flexible program and grouping of subjects 
eo that any or all the subject fields may be called upon to 
aid in solving the problem at hand. 
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Probably the subject matter needed for the development 
of the 11 areas in which all should exper1ence 11 in the secondary 
school are and can be included in the presently organized 
language arts (English) , mathematics , science, physical edu-
cation, health, industrial arts , homemaking , music , and art 
courses. The modern high school will be so organized as to: 
Make it possible for the same group of young people 
to work together for longer than one period and for 
longer than one semester. 
Make it possible for one teacher to lead and advise 
a group of pupils in solving problems that extend be-
yond the traditional boundaries of one subject . 
Make it possible for two or more teachers to work 
together in helping a group of young people solve their 
problems . 
Make it possible for the principal to organize 
groupe of teachers during school time to study the 
learning process, to develop better techniques, of 
teaching, and to discuss , war~ upon, and solve any 
problems important to the group . 
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CHAPTER VII 
OPENING AND CLOSING THE SCHOOL 
Complete and adequate planning is necessary if the 
opening and closing phases of the school are to operate 
without confusion. There are many details to be accom-
plished. Full instructions must be made available to 
staff and students. These instructions must leave no-
thing to doubt . Basic planning considerations are noted 
here for aid at these school times . 
Importance of Planning in Opening the Year1 
In anticipation of and in connection with the opening 
of ~ new school year there are many important problems of 
management. Although students may have been registered at 
the close of the previous year, there will be many individual 
oases to be handled for adjustment or changes at the opening 
of the new year, and unexpected new students are apt to ap-
pear. Classes will have to be rechecked for size, and for 
room assignment, conflicts in the program adjusted, home-room 
organization effected and student club meetings scheduled . 
The checking of supplies for teachers, a reconsideration of 
the use of departmental instruction, the planning for fire 
drills, and for teachers• meetings- -all suggest matters about 
1 Jesse B. Sears, Public School Administration (New 
The Ronald Press Company, 1947), pp. 383-384. York: 
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which confusion frequently occurs in the opening days of 
1 
school. The answer to all this is careful planning. Many 
schools spend a week unraveling the confusion created in the 
first days of school and in doing so lay a foundation for 
low student and staff morale for weeks ahead. Administration 
is paid to foresee and forestall such difficulties . 
The administration of a school is complicated by the 
fact that there are so many tasks to be performed. Even 
though many of these can be planned for in advance there are 
many that appear without warning or in unexpected form . 
\1here principals have tried to list the duties they have to 
perform the list is invariably very long and the tasks range 
from making simple decisions to solving complicated problems. 
There is always the question of whether a young principal 
will become enmeshed and finally succumb to the complication, 
or whether he will meet the tasks as they arise. Some prin-
cipals fail because they lose perspective . They fail to 
separate major from minor tasks and to classify lesser tasks 
as they relate to more important ones . Many fail because 
they do not delegate responsibility to others. Even though 
they may see each of the many tasks in its proper perspec-
tive they fail because they prefer to perform it themselves 
1Thomas C. Prince, "Less Departmentalization in the 
Elementary Schools," The American School Board Journal III (September , 1945), 25-26 . ' 
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rather than assign it to another. This type of principal 
usually becomes overworked, a little impatient, and finally, 
either aggressive, domineering, or confused and self-pitying. 
'fuat is needed is planning--see the tasks clearly 
and classify their bearing upon major problems. Since staff 
organization is built up around the major problems--instruc-
tion, guidance, research, supervision, administration--it 
nrovides a basis for assigning each problem to someone for 
handling. When a problem has been assigned to a teacher, 
a counselor, a vice-principal, or a dean the principal should 
consider that person definitely in charge and should look to 
him for results. Making assignments and then retaining such 
oversight of performance as to dictate method of handling is 
not a proper concept of delegation of authority in adminis-
tration. 
General Procedure for Opening the Schoo11 
The general job of the principal is to set up suffi-
cient mechanical, arbitrary directions to assure the smooth 
functioning of his school on the first day. Such directions 
are not necessarily permanent, but all teachers should study 
them in advance and follow them during the first day. 
Administrative assistants and teachers of long expe-
l P. W. L. Cox, and R. E. Langfitt High School Ad-
ministration and Supervision (New York: American Book Com-
pany, 1934), pp. 143-144. 
104 
rience should be freed from some routine duties for the first 
few days, and assigned the tasks of "Filling up the holes." 
To one may be assigned the incoming class; to another, new 
entrants who have already earned some high school credits; 
to a third, all pupils who desire to change electives; a 
fourth may meet all parents and visitors; and a fifth may 
take charge of all corridor passing and posting of signs to 
aid pupils in finding their way. One or more capable teach-
ers should be unassigned or given only light duties in order 
to be free for other problems of registration at the opening 
of the school year as they may develop. To these teachers 
with administrative duties is given the responsibility for 
making definite though temporary decisions in case any unfore-
seen difficulties arise. To them may be assigned capable 
pupils who will serve them as clerks and as guides for new 
teachers and pupils. Sometimes one pupil is trained to per-
form the less difficult routine duties of a teacher. With 
such pupil assistance, each teacher is enabled to render 
more professional service in individual pupil guidance, in 
conferences with parents and teachers, and in general regis-
tration assistance. 
Definite and adequate arrangementsshould be made to 
give assistance and advice to each new pupil and to parents 
and other visitors who seek information and directions. All 
teachers, pupils, parents, and visitors should be referred 
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to one or another of the administrative assistants. 
Unless the administrative machinery for the first day 
is functioning very smoothly, the principal should carefully 
avoid any extended conferences on the first day of school. 
A definite period in the day may be reserved by the princi-
pal for any talks with teachers or pupils who have problems 
requiring the special attention of the principal on the first 
day. In general, however, the principal must reserve most 
of his time to inspect, supervise, and change, if necessary, 
• 
any part of the administrative activities. Above all, hls 
general bearing and manner should show cheerfulness and con-
fidence. 
l Preparation for Closing the School 
It is just as necessary to prepare for the end of 
the school term as to prepare for the opening of school. 
Probably the best procedure to follow is to include all 
necessary announcements relative to the closing of school 
in a bulletin which is issued to all teachers sufficiently 
far in advance of the close of school so that teachers will 
, not be unduly rushed in compiling the necessary records. 
Placing all such requirements in a bulletin will insure the 
1P. B. Jacobson, and w. c. Reavis, Duties of School 
Principals (New York: Prentice-Hall, Inc., 1942), pp. 69-?0. 
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principal against neglecting to secure information which he 
should have on file in the office . Such a bulletin should 
be issued at least a month before the end of school and a 
check list should be prepared on which may be recorded those 
items that teachers have completed. 
As a list of topics for such a final bulletin to 
teachers, the following is suggestive: 
1 . A resume of the grading system. 
2 . Instructions for filing in the office the final 
reports of pupil progress . 
3. The final examination schedule, if such examina-
tions are held. 
4. List of pupils, to be filed by subject or grade. 
5. Procedures to be followed in col lecting textbooks. 
6. Collection of fines on misused books . 
7. The return of locker keys. 
8. The date on which teachers may leave. Unless this 
is made specific, the principal will be besieged 
with requests for special consideration. 
9. Teachers' requests for supplies and equipment. 
These may have been collected earlier. When such 
information is collected will depend on budget 
procedure . 
10. Teachers• requests for repairs or building changes . 
It is quite possible that the necessity for re-
pairs and alterations has been su~veyed earlier in 
the year. 
This list is suggestive rather than inclusive. The 
items to be included in any school bulletin for teachers 
relative to the closing of school will be conditioned by the 
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organization and policies in force locally. 
It will insure the orderly collection of the necessary 
materials to refer to specific items in the daily bulletin, 
With the date on which each item is due. 
1 Final Checkup for Teachers 
Two weeks before the close of school, each teacher is 
given a complete outline of the things which must be done by 
the end of the year and a list of the reports which must be 
submitted. On each day of the last week, each teacher is 
given a reminder of the specific things which must be com-
pleted on that particular day. For the last day of school, 
the teacher is again given a list of the things which must 
be done before he can receive his last salary check. This 
includes checking in at the office the following: duplicate 
report cards, alphabetized; adviser's scholarship cards; sub-
ject choice cards with tally sheets; grade folders containing 
duplicate class rolls and marks; copies of all examination 
questions; administration notebooks; summer addresses; list 
of honor pupils; and keys. 
The proper care of keys is a real problem, and unless 
there is a definite and accurate system in use, many keys 
will be lost and there will be many looks for which there 
1N. W. Newsom and R. E. Langfitt (eds.), Administra-
tive Practices in Large High Schools (New York: American 
Book Company, 1940), pp. 73-75. 
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are no keys. Unfortunately, few architects give this prob-
lem the consideration it deserves and fail to see that there 
is a well-designed system for taking care of keys . A few 
manufacturing concerns have developed very good systems re-
cently and undoubtedly these will have an effect on the 
solution of the problem. 
In our own school the keys are kept in a large cab-
inet with panels for the keys for different sets of locks. 
The keys for each lock have a special numbered hook. When 
the teacher wishes to secure a key , he writes his name and 
the lock number (every look in the building is numbered) on 
a small tag, which is turned in at the office . It is placed 
on the hook so that in case the other key is lost a duplicate 
can be made . 
In addition, we have an index key card for every em-
ployee, and entries are made on these cards as keys are given 
out . At the close of school each teacher fastens a small tag 
to each key, showing the name of the teacher and the number 
of the look . As keys are turned in, they are checked against 
the record on the key card . When a key is lost, the employee 
is required to pay for having a duplicate made . 
At the close of the year each teacher is requested 
to hand in a sealed list , signed or unsigned, of suggestions 
for improvement of the school . The principal has found over 
a period of years that this is an excellent means of getting 
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helpful suggestions concerning the school . Of course, in a 
large system there is bound to be an individual or two who 
will misinterpret the purpose of this , but , in general, if 
the faculty is made to regard it as a sincere desire for 
help , the principal will find this a very worth-while pro-
cedure. 
A number of our office procedures , and even some of 
our school forms, have been changed through helpful suggest-
ions obtained in this way . The way in which our senior class 
activities are organized is also the result of suggestions 
from teachers which were turned in at this time . 
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CHAP!ER VIII 
THE GUIDANCE PROGRAM 
The philosophy of education for all , with adjust-
ments that must be made by students and schools , makes 
a guidance program necessary . In addition to universal 
education, there is a concern in the schools of today 
for the total growth and development of our nation's 
children . A definite program for understanding the 
student as an individual is necessary with such a broad 
program for such a hetergeneous group . Administration 
and coordination of this program are often responsi-
bilities of the principal . Even when a special guid-
ance person is employed, the principal must work close-
ly with the program and give administrative support . 
Need for Educational Guidance1 
A certain emotional instability is characteristic of 
youthful and adolescent interests . Students do not know 
themselves fully. Their purpose and plans are constantly 
changing to some extent . They need guidance to help them 
discover their possibilities and to aid them in distinguish-
ing between real and passing interests . They need assistance 
in analyzing their needs and in choosing wisely from the 
curricular offerings . 
Individual differences. Formerly, a highly selected 
group of pupils whose ultimate aim was a college education 
1 J. B. Edmonson, J. Roemer, and F. L. Bacon, The 
Administration of the Modern Secondary School (New York: 
The Macmillan Company , 1948) , pp. 227-228. 
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attended high schools. Today, studies show how wide is the 
range of differences, especially in chronological and mental 
age, capacity, and social development, and how essential is 
guidance, if the high schools are to organize an effective 
program. 
Many individual differences result from situations in 
the home and the variety of social backgrounds. Students to-
day have many opportunities for out-of-school contacts and 
for experiences away from home. Consequently, many formerly 
uniform characteristics have changed. 
School mortalitY. Students of lower mentality are 
going to high school in increasing numbers, and, because their 
school subjects are badly selected, school mortality is very 
high. At present, most of those who enter the first grade 
begin high school, but fewer than two-thirds of these con-
tinue until they are graduated. Courses are now being formu-
lated for students of low intelligence and for the physically 
defective. Guidance of students into these courses should 
reduce school mortality. 
Expansion of curriculums. The student has insuffi-
cient experience to know what his needs are in relation to 
the courses offered. The high school program of studies is 
an insoluble puzzle, for the courses and curriculums are 
seldom described except in technical language. In the large 
high school, there are generally at least two curriculums 
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offered, and in the small high school there are certain elect-
ive courses. Concerning all of these possible choices a stu-
dent needs information. It is because of this complexity of 
courses and the student's limited understanding that real 
educational improvement may result through guidance. 
Previous home and school experience. There are cer-
tain previous school experiences, maladjustments, and social 
and economic conditions within the home that make guidance 
imperative. Many students reach high school with physical 
or mental defects, such as poor reading habits, diseases, 
and physical disabilities. Sometimes these are not clearly 
defined, but will greatly affect schoolwork and later life. 
Emotional conditions and certain home factors, both economic 
and social, must be considered. Narrow vocational training 
may result from special abilities or interests if a student's 
choice is left entirely to him. Hence the need for guidance. 
1 The Place of Guidance in the School Program 
The guidance activity includes at least the five 
fields of problems related to healthful living, education, 
social living, vocational direction, and ethics. So much 
emphasis bas been placed upon vocational guidance in recent 
years that the other aspects of a comprehensive and vital 
guidance program have been subordinated and at times even 
lArthur B. Moehlman, School Administration (New York: 
Houghton Mifflin Company, 1940), pp. 346-34?. 
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lost sight of . In its widest aspects guidance deals with 
the totality of problems arising from the complete educa-
tional process, thought of as the development of the physi-
cal, mental, social, emotional and spiritual aspects of 
personality . 
PROBLEMS 
The problems of guidance are so closely interwoven 
with the instructional activity that it is difficult to 
separate them from the instructional pattern without sub-
ordinating and neglecting some aspects. From one point of 
view the entire educational process is a guidance activity . 
The fundamental nature of guidance and its intimate relation 
to everything that goes on within the home, the classroom, 
the social centers and the playground should not be lost 
eight of in current discussions. The problems involved in 
this many-faceted activity are essentially those of giving 
information, advice, stimulation, and direction of learning 
in all of its aspects. Guidance as an institutional prob-
lem, supplementing the home , starts in the elementary school 
where up to the present time it has been largely neglected, 
and continues through the institutional life of the student. 
Work done. The most valuable work in guidance is 
accomplished when the teacher permeates formal instruction 
with guidance concepts, When informal instruction or acti-
vities are provided in the total school pattern, and parti-
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cularly when the homeroom gives social direction and develops 
self-governing competence. Much of the work is apparently 
indirect and consists of the incorporation of guidance re-
quirements in every curricular division. In one respect it 
is similar to the development of character education. Much 
of its most important work must be accomplished through direct 
reaching while other phases may grow out of individual coun-
seling conferences. If the guidance activity is too obvious 
or too formalized it may lose much of its value. It thrives 
best in the atmosphere of friendliness and confidence grow-
ing out of the intimate social relations of teacher and child. 
Although greatly emphasized in its vocational aspects 
since 1917, the guidance activity is by no means new. It has 
been an unrecognized but active part of the teaching process 
since time immemorial. 
Its major work consists in giving to the children 
wholesome information concerning biological and social living, 
of aiding the child to understand himself and his potential-
ities, of instructing him about the nature of the culture in 
which he lives and hie relationship to it, of pointing out 
the possibilities of vocational opportunities and the means 
of satisfying his economic desires, and of helping him to 
determine the ends for which he should live. Only in a very 
narrow and mechanical sense can guidance be considered as 
primarily vocational. Specific vocational guidance is merely 
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the last phase necessary to complete the activity. 
In all guidance extreme care must be exercised to 
recognize the inevitability of change and to guard against 
the acceptance of a too narrow concept of educational acti-
vity. The inculcation of concepts of social stratification 
and cultural inflexibility growing out of individual narrow-
ness must be carefully avoided. 
Personnel. From the functional standpoint the teacher 
always has been and will remain the chief agent in the guid-
ance activity. Since it is so closely integrated with every-
thing accomplished in instruction, guidance should be con-
sidered not as an independent staff activity but as a part 
of the total instructional activity or the curriculum. In 
addition to the teacher, there will always be a need for staff 
specialists , just as there is in other fields of the curricu-
lum. These specialists would be, under ideal conditions, in 
health, mental, social, emotional, and ethical areas or, 
expressed in curricular terms, in health, expression, social 
studies, science, fine arts and vocational education. There 
is also some need for a general specialist whose breadth of 
training and understanding of cultural processes could make 
possible a sensible integration of all these specialized 
points of view. Regardless of specialization, guidance should 
never be isolated from instruction. 
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Guidance Made Necessary by Changed1 Conditions in Society and in School 
Fundamental alterations in our social and economic 
structure have given rise to the guidance movement just as 
they have also given rise to remarkable changes in school 
aims, curriculum, and equipment. Society has assumed a com-
plexity which imposes ever larger burdens on the school as 
an agency preparing individuals to take their places in the 
existing social order. Haloing young people to make a proper 
choice of lifework has of necessity become a social function 
because of the greatly widened range of opportunities and 
the increased difficulty of seeing them . In an agricultural 
society, occupational life is inseparably bound up With the 
home; t he child views it and experiences it without the aid 
of any other social agency . This simple relationship has 
now disappeared for the majority of American children , and 
it must be compensated for by the erection of another device 
in the social s t ructure , however artificial it may be . 
Within the school the broadening of the curriculum 
may be mentioned as a first factor which calls for the 
exercise of guidance. Instead of one narrow path, a ne t -
work of interlacing highways confront the present secondary-
school pupil in a modern school. Numerous forked-road situa-
tions call for hie decision. The varied curriculum oppor-
1L. V. Koos , et a1 ., Administering the Secondary 
School (New York: American Book Company, 1940) , pp. 178-180. 
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tunities are intended to serve the varied needs, abilities, 
and purposes of the pupils. Attainment of this laudable end 
depends on an adequate program for aiding the individual 
pupil in his selection from the curriculum offering. A second 
factor is the heterogeneous character of the present popula-
tion of our secondary schools. The effectual placing of the 
diverse individuals comprising present enrollments, in rela-
tion to educational opportunities, and later in relation to 
vocational opportunities, is a challenge which calls for 
techniques and training distinct from thoee employed in pupil 
development. 
Complexity of school organization is a third factor 
which necessitates a guidance program. With increasing sizet 
the schools have assumed many of the aspects which charac-
terize large business and industrial organizations--each 
worker (teacher) a specialist and the pupils moving along 
corridors, as on a conveying belt, from specialist to special-
ist. Instead of making many and intimate contacts with a few 
pupils, the specialist makes a limited contact with many 
pupils--perhaps 200 for academic teachers and often much 
1 larger numbers for teachers of non-academic subjects. Such 
a factory-like division of labor and such mass-production 
methods cause a tendency to focus educational energy on sub-
1P. W. Hutson, "A Neglected Factor in the Teaching 
Load," School Review, XL (March, 1932), 192-203. 
jeots rather than on the pupil. Intimate contact between 
teacher and pupil is lost. This peril of complex school 
organization we have come to speak of as ~depersonalization." 
To combat it we have erected compensating features designed 
to diagnose the pupil and to coordinate and direct the work 
of the specialis~for the individual pupil's advantage. We 
have designated someone to envisage the whole pupil and to 
be responsible for his well-rounded development. These fea-
tures merit classification as guidance. 
1 Organization and Administration of Guidance 
In organizing and administering the guidance program 
provision must be made for meeting the totality of problems 
that arise from the complete educational process. These 
problems cover the fields of healthful living, education, 
social living, vocational direction, and ethical conduct. 
They are sometimes referred to as the physical, mental, social, 
emotional, and spiritual aspects of personality. All of these 
problems are interwoven with the instructional process and 
cannot be disassociated from it without neglecting or sub-
ordinating them. This does not meant that specialized ser-
vices is evident. The teacher, however, must remain the most 
important profess ional agent in the administration of the 
guidance program. 
lLeo M. Chamberlain and Leslie w. Kindred, The 
Teacher and School Organization (New York: Prentice=Hill, Inc., 
1949), pp. 381-382. 
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The nrincipal likewise has an important role in the 
organization and administration of guidance. Being respon-
sible to the superintendent for the success or failure of 
the program, he acts as the coordinator of all that is done 
and the adminis trator of special services which he delegates 
to highly trained personnel. He may delegate authority for 
various phases of guidance to the assistant principal, de-
partment heads, deans, class advisers, counselors, visiting 
teachers, psychologists, and psychiatrists. 
A simplified pattern of organization for guidance 
purposes places the major work with the classroom teacher, 
the central responsibility for each pu_il with the homeroom 
or core teacher, special case studies with the counselor, 
and coordinate informational service with the visiting teacher. 
Sup lementary personnel may be added as they are required by 
the needs of particular school situations. 
Self-Measurement for Groun Guidance1 
Why not permit the pupil to measure himself, with the 
assistance of the teacher? People naturally wish to measure 
their height, weight, growth, and special abilities or 
achievements. This desire is a basic element in many sports, 
such as golf, track events, and other competitions of various 
1Richard D. Allen, Self-Measurement ProJects in 
Group Guidance (New York: Inor Publishing Company, 1938), 
pp. 8-9. 
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kinds. Such a plan requires only that procedures be devised 
which will remove all motives for cheating and relieve pupils 
from embarrassment concerning the results. Testing is not 
neces sarily guioance, but it may be used for guidance purposes 
to help pupils to know and understand themselves. 
The most essential elements in obtaining the full 
value of tests for the purpose of guidance are as follows: 
1. The pupil should be made a partner in the project. 
2. Tests should be carefully selected and lessons 
carefully planned and prepared for the use of 
counselors. 
3. Helps for class motivation should be provided. 
4. No one except the pupil himself should know his 
score. This relieves him of all embarrassment 
and of motive for cheating. 
5. Each pupil should know his own ranking and be 
able to compare himself objectively with the 
class, the grade, other grades, and other groups, 
but without embarrassment or emotional disturb-
ance. 
6. Pupils should not be left alone at this point. 
The meanings of typical scores should be dis-
cussed by the class under the direction of a 
skilled counselor. 
?. Remedial measures should be suggested for indi-
viduals and for groups, and the possibilities of 
improvement should be stressed. 
8. Finally, pupils should be invited to discuss 
troublesome problems with the counselor, and to 
lay the basis of a cumulative record by deposit-
ing their scores and names in a sealed envelope 
for future reference. 
Recently a distinguished scientist defined education 
as "a service provided to help each individual to overcome 
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his own limitation . " This is an unusually challenging state-
ment . Naturally the first step in the process would be to 
help each student to know the nature and extent of his own 
limitations . This is not a matter of opinion but of objec-
tive measurement. in which the pupil participates . The self-
measurement projects accomplish this purpose and do so with-
out embarrass~ent or humiliation . Moreover , they provide an 
opportunity to know not only the facts, but also their pos-
sible and probably implications . Such discussion naturally 
motivates education and arouses interest in securing informa-
tion concerning available educational opportunities both in 
the school and in the community . It provides an occasion for 
guidance . 
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CHAPTER IX 
TESTS AND MEASUREMENTS 
An understanding of the students fQ~ whom a school 
is built seems to be essential in a realistic program. 
A knowledge of the mental abilities and aptitudes of 
the students is a foundation upon which child growth 
and direction should be based. Tests and testing 
principles are mentioned below to provide basis for 
a good testing program. 
1 Importance of a Testing Program 
Scientifically devised tests and statistical teoh~ 
niques have made possible the principal's supervision by 
means of a testing program. When a testing urogram is 
thoroughly planned and carefully executed, it contributes 
in practical ways to children's development because it ap-
plies precise measurement to achievement. Cooperation in 
tbe program by teachers and principal makes possible rapid 
analysis and diagnosis in many phases of child development. 
This cooperation also makes possible intensive study of the 
conditions affecting pupils' progress. 
Hence the introduction of a testing program places 
upon the principal the responsibilities of (1) supervising 
the teachers in the selection of satisfactory tests, (2) 
Ginn 
lGeorge c. Kyte, The Principal 
and Company, 1941), pp. 331, 335. 
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supervising the teachers in the use of these tests, (3) 
assisting the teachers in the construction of informal tests, 
and (4) utilizing the obtained data in improving his own ef-
ficiency. As the principal helps teachers to improve their 
instructional procedures, he also supervises them in their 
use of tests and of statistical methods. He takes into ac-
count each teacher's previous training in the various phases 
of tests and measurements. He analyzes her practical expe-
riences in administering tests and utilizing the resulting 
data. 
Various research studies regarding the problems and 
difficulties confronting teachers disclose the important 
roles which a testing program should play in teaching and 
in supervision. The most common problems of instruction 
include (l) dealing with variations in ability of children 
in the same classroom; (2) keeping every child profitably 
busy in his schoolwork; (3) meeting the needs of bright pupils; 
(4) dealing with subnormal, slow, and retarded children; and 
(5) locating the causes of various differences in development. 
1 
The Administrator's Responsibility for Measurement 
Measurement is a direct administrative problem. The 
majority of schools cannot provide a test director, and it 
lw. I. Painter and H. W. Painter, "The Administrator's 
Responsibility for Measurement," American School Board Journal, 
CXI (November, 1945), 37. 
• 
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usually falls to the administrator to sponsor intelligence 
and achievement testing within the school. He is largely 
responsible for the success of testing : the philosophy in-
volved, the teste given, and the use made of results. It is 
of importance that principals and superintendents have a 
clear understanding of principles and procedures necessary 
for an effective measurement program . 
Administrators seem to fall into one of three classi-
fications with respect to measurement . As with a disease , 
the epidemic strikes some heavily , passes over others light-
ly, and misses some entirely . Thus we find administrators 
who have such enthusiasm for testing that a vast number of 
tests is given, with the result that children and teachers 
are worn out by frequent repetition and there is insufficient 
time to make use of the results . Other administrators, who 
have learned that measurement is a progressive method and 
who want to be thought progressive , have tests given but 
never scored or used . And then there is the administrator 
who does not believe in teste and will have nothing to do 
with them. 
Each of these positions is erroneous . Measurement 
as a procedure has suffered more from the unwise use of test 
results than from any other cause, but to test and not to 
use the results is also a common error . The school whose 
administrator has no sympathy for objective examinations 
c 
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does lese harm to its pupils than the school which follows 
either of the other two procedures . Measurement wisely under-
stood in philosophy and practice can be of inestimable service . 
Admini strators should have an accurate , well-defined concept 
of it . 
An Underlying Philosophy . Any philosophy of testing 
centers about the teacher and the child. The child is really 
the central point of any educational planning, but the success 
of the program is influenced largely by the attitude taken 
toward the teacher and by the teacher . Testing should not 
be an administrative means by which to judge teachers. This 
theory is basic and upon it full cooperation of the staff may 
hinge . Since measurement first began to assume importance in 
school systems , educators have warned against the use of tes t -
ing to promote , retard, or dismiss teachers . It has been 
urged that tests be used to improve instruction and not as 
measures for or against the individual instructing, though 
such a goal is difficult . The administrator who 1 from the be-
ginning , takes this stand and clarifies his position regarding 
it has laid a strong foundation for cooperation between him-
self and hie s t aff , which is conducive to a good program. 
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The Principal and the Testing Program 
Testing is of such growing importance and usefulness 
that principals should become skillful in administering teste. 
Much waste of time and misinformation have arisen from ig-
norant or careless testing. It is the first business of a 
principal to see that he or whoever uses tests knows what 
he is about. It is imperative now that principals know at 
least the rudiments of statistical treatment of data derived 
from tests and other sources, and know how to interpret re-
sults and prescribe follow-up methods. It is much better to 
use a simple test that one is sure of administering correctly 
than one the.t requires much training and experience to give 
properly. A group intelligence test that requires few in-
structions and is simply socred will be more accurate than a 
Binet-Simon individual test given by an amateur. Principals 
must not assume that anyone can score tests. Teste should 
never be given indiscriminately to teachers to score Without 
careful instruction, and even then they should be checked. 
Finally, the results should be filed away, preferably on the 
pupils' permanent record, and thus made available for guid-
ance work. The teachers should be instructed in the use that 
may be made of test results. 
1 M. E. Morgan and E. C. Cline, Systematizing the Work 
of School Principals (New York: Professional and Technical 
Press, 1930), pp. 276-277. 
.. 
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A testing program should be worked out with definite 
aims. Group intelligence tests may be given all pupils; a 
reading test may be given all pupils; a reading test may be 
given occasionally to check up on the need for remedial teach-
ingJ or on the relationship between failure and reading 
ability; special achievement tests may be given to evaluate 
results in the light of national forms. It is easy to see 
the use of tests as an inspectorial aid. 
A testing program will mean more than the purchase 
and use of commercial tests. The principal should be a leader 
in setting up modern testing procedure throughout the whole 
school. Tests should be worked out for units, courses, de-
partments , and standardized locally. These may be compared 
with nationally standardized tests from time to time, to 
establish their validity. The contention in this and sue-
ceeding sections is that any principal in any school may have 
all the satisfaction and pleasure there is in experimental 
education, if he simply starts to work in the laboratory, 
which is his school . His experiment may not lead to a Ph. D. 
thesis, but it may do his school a great deal more good. 
Planning the Evaluation Programl 
A school should have a continuous program of evalua-
tion in progress . This program should involve the constant 
lJ. M. Lee and D. M. Lee, The Child and His Curriculum 
(New York: D. Appleton-Century Company, Inc., 1940), pp. 620-
622. 
l36 
accumulation of evidence of the extent to which individuals 
are showing development in the attainment of the objectives 
of the school . The evidence may be in terms of test results, 
of work which the pupil has accomplished, and of observations 
and descriptions of behavior as recorded by the teachers . 
One of the first considerations in an evaluation pro-
gram is to be sure that the measures are to be used . A com-
mon difficulty is that schools give a lot of tests and then 
never make use of the results . This difficulty can be over-
come if the measures of tests are selected in terms of the 
uses which are to be made of the results . 
The second important consideration is to be certain 
that results are used for the improvement of instruction. 
Too often a testing program does more damage than good. Com-
pare the effects of two types of testing programs. In one 
case, tests of facts and skills were given at the end of the 
year by a state department of education . In the other case 
tests of skills were given at the beginning of the year, and 
were selected by the local school authorities . The first 
procedure resulted in cramming by the pupils and in much 
cheating on the part of teachers. In the system that gave 
tests at the beginning of the year, the teachers were vitally 
interested in analyzing the needs of each pupil . There was 
no feeling that the teacher was being judged; the attention 
of every one was focused upon the needs of the child . Othe~ 
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improper uses of tests include the practice of marking only 
on the basis of test results, of promoting only on the basis 
of test results, of using one or two measures to diagnose a 
pupil, and of rating teachers on the test results of their 
pupils . 
The third essential is to be sure that the implica-
tions of the results are understood and that the necessary 
follow-up work is done . Many of the school research depart-
ments in large cities are doing an excellent job in this re-
gard. Most of the responsibility , however, must be carried 
by the principal and the teacher working together. There are 
a number of devices for facilitating follow-up work , such as 
forms for reporting the results of such work to the principal, 
the listing of pupils who are very poor in achievement, indi-
vidual conferences with teachers , reports on remedial pro-
cedures used, and retes t ing to determine growth . Some devices 
are effective in some schools, and some in others. 
As just indicated, the effectiveness of any evalua-
tion program depends upon cooperat i on between principal and 
teacher . They must make sure that (1) the uses of the evalu-
ation instruments are carefully planned; {2) the measurements 
selected will furnish information which can be used to im-
prove the learning of children; {3) they are given at the 
proper time; and (4) an adequate program of follow-up work 
is carried on . 
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1 A Basic High-School Testing Program 
In a general statement on the value of tests and test-
ing programs, Jacobson and Reavis, in their new books, Duties 
of School Principals, point out that: 
Testing has passed out of the realm of the mysterious 
in which it was once placed by conservative educators. It 
has made lasting contributions to education at all levels and 
is recognized in many schools as an integral and indispensable 
2 part of the educational process. 
It takes time, work, and study to develop a good 
testing program. Teachers and administrators must be informed 
and prepared as to its merits, advantages, uses, and limita-
tions. Many teachers and administrators should take more work 
or special courses in measurements, or attend workshops, where 
professional experts come to teach and assist with problems 
of organization and administration. First of all, tests and 
a program must be sold. 
It takes cooperation to develop a good testing pro-
gram. Certainly the program cannot suddenly be forced upon 
the high school "because we ought to do some testing here. rt 
Teachers, parents, and students must be made aware of the 
lwalter F. Froch, 11 A Basic High-School Testing Pro-
gram," Bulletin of the National Association of Secondary-
School Principals, XXXIII (October, 1949), 75-80. 
2paul B. Jacobson, and William c. Reavis, Duties of 
School Principals (New York: Prentice-Hall, Inc., 1946), 
p. 595. 
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value of tests and must realize that they are helpful modern 
instruments for bringing about student adjustments in school 
and in later life. There should be continual cooperation 
among teachers in the use of tests and their results and in 
their interpretation . 
To the teacher, test results will be of aid in indi-
vidualizing her instruction. She will know that one s t udent 
is not working up to capacity and needs more challenging work, 
and that another pupil cannot do quite so much and needs 
special help . She will get a clear indication of the relative 
quality of her instruction when achievement tests are given. 
wnether a teacher attempts to give guidance services or 
whether there is a special counselor or director of this , 
a knowledge of student aptitudes , interests, and personality 
characteristics will help every teacher to know her students 
better and to unders t and their strengths and weaknesses , and 
their aims . We are teaching the whole child; e will need 
to know the whol e child. 
To the administrator, the testing program will pro-
vide an objective evaluation of his school. Are the classes 
at a reasonable standard of academic achievement? Is the 
curriculum doing the thing it is supposed to do, or are there 
areas which need more attention? Is there a need for more 
emphasis on soc i al development or is it scholastic achieve-
ment that needs attention? Even the morale of the school 
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can be judged from tests. 
The Educational Policies Commission in its recent 
report The Purnose of Education in American Democrac! states: 
The center of emphasis in education is being shifted 
from the program of studies to the individual learner. There 
is a closer concern with the major strategy of the classroom 
as opposed to the minor tactics of subject-matter arrange-
ment. We are beginning to study each child as a unitary, 
unique individual and to offer guidance, in an intelligent 
and sympathetic way, to each one in accordance with h s 
1 
need. 
It takes a professional attitude to develop a good 
testing program. Unprofessional handling of the program will 
prevent the realization of full benefits from one of the most 
encouraging aids yet devised by which our school can really 
educate for successful living. A committee of distinguished 
educators, headed by President Conant of Harvard University, 
reports further that testing as an educational aid is in its 
infancy. Tests of one's knowledge, however accurate, throw 
no light on one's sense of values. 
WHAT TO LOOK FOR IN TESTS 
There are several questions about tests which the 
1The Purpose of Education in American Democracy, 
Educational Policies Commission of the National Education 
Association. (Washington: The Commission, 1945) • 
• 
141 
teacher, principal, or superintendent will want to take into 
account in selecting the beat possible instruments for the 
school. (1) Was the test well standardized; that is, are the 
norms based on sufficient number of cases and on cases auf-
ficiently representative? (2) Is the test reliable; that is, 
can you count on it and its parts to measure accurately and 
consistently? (3) Does the test have high validity; that is, 
does it really measure what it is supposed to be measuring? 
(4) Is the test easy to score, not too long to administer con-
veniently, and not too expensive in price? Relative to the 
cost of providing a basic testing program, an authority 
states: 
A fifteen cent per pupil test budget provides a satis-
factory basic program. When the per pupil cost of the edu-
cational program ($80 to $200 per pupil) is considered, the 
cost of obtaining these essential basic data for one's ap-
praisal, educational diagnosis, and pupil guidance is really 
insignificant. 1 
THE PURPOSE OF THE TESTING PROGRAM 
Today the emphasis in education is being shifted 
from the curriculum to the student. This is more and more 
becoming the trend of good teaching. If teachers are to work 
more with young people individually, they need to know the 
1Educational Bulletin No, 6, California Test Bureau 
(Los Angeles: The Bureau, 1944). 
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strong and weak pointe of their students. In the past, teach-
ers depended on most unreliable methods for judging certain 
traits; height of forehead was thought to be indicative of 
intelligence; long, tapering fingers showed an aptitude for 
painting, typing, or music; steady gaze proclaimed an honest, 
well-adjusted personality. Today, however, use of standardized 
tests helps us make far more accurate judgments of abilities 
and aptitudes than those guesswork methods of the past. 
We are going to make judgments of a student whether 
we use tests or not; of his resourcefulness, his stick-to-it-
iveness, his proficiency in a subject, and his general mental 
ability. Observation is still a good method for making judg-
ments in some areas, but, in those aspects or behavior which 
can now be measured by tests, is the teacher not much more 
wise to get all the help she can from objective instruments 
rather than to depend upon personal evaluation? 
When we give a test, we simply provide a standardized 
observational situation for a given sample of beh~vior. The 
real purpose of testing is not to classify a student as pass-
ing or failing, but rather to point out areas needing special 
attention or additional emphasis. The standardized test en-
ables the teacher to compare the individual's level of per-
formance with that of others of the same age or grade. It 
is merely shown that he can do a certain thing better than a 
large proportion--or a small proportion--of people like himself. 
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Thus, when we say he is in the 90th percentile, we mean that 
his performance was better than 90 percent of other students 
at his level, A testing authority says: "The ultimate ob-
jective of the program is the final improvement of instruc-
tion and the guidance of individual pupils."1 Another use 
listed by Jacobson and Reavis: "Tests and their results 
offer a concrete basis for the consideration of curriculum 
construction, revision, and supervision. Testing is also 
a part of supervision, though admittedly not the moat im-
portant part. 112 It can be summed up by saying, the real 
purpose of a testing program is to help the schools provide 
better education. 
KI DS OF TESTS 
Three ways in Which tests are frequently classified 
are: (l) type of equipment needed, (2) time-limit of work-
limit conditions of administration, and (3) type of behavior 
being measured. In terms of equipment needed there are two 
broad kinds of tests: naper-and-pencil tests, useful for 
group administration; and teats requiring individual admin-
istration, Time-limit tests are teats in which the student 
does as much work as he can in a certain length of time; 
while 1n work-limit tests, the student is to work until he 
1Educational Bulletin No, 3, California Test Bureau 
(Los Angeles: The Bureau, 1944). 
2Jacobson and Reavis, op, cit., p. 634, 
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has finished or can go no farther . Types of behavior being 
measured include: general scholastic ability (intelligence), 
subject-matter achievement, special aptitudes, vocational 
interests, and personality. There are also diagnostic and 
other specialized types of tests . 
Tests for General Scholastic AbilitY . --Tests of in-
telligence (in practice, really the ability to do school 
work) in the last decade have found their way int o most 
schools . There are scores of different scholastic ability 
tests on the market. Results are given in terms of either 
the I. Q. (100 times the mental age, as shown by the test, 
divided by the student's actual chronological age) , or the 
percentile rank (the student's position in relation to 100 
percent of the population of his level) . Mental ages and 
grade equivalents are sometimes given. 
The best known mental ability test is probably the 
Revised Stanford-Binet . Its results are given in terms of 
the I . ~.; its only drawback for large groups is that it 
must be administered individually . Among paper-and-pencil 
tests are the American Council on Education's PsychologicaL 
Examination for High-School Students, the Otis Self-Admin-
istering Tests of Mental Ability, and Thurstone 1 s Chicago 
Tests of Primary Mental Abilities . The latter is noteworthy 
in that it gives scores in six different kinds of mental 
ability--number ability, ability to see verbal meaning, 
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ability to see spatial relations, ability to use words , 
ability to reason, and memory. 
Tests of Sub-Matter Achievement . --Like final examina-
tions of the objective type familiar to all of us, achieve-
ment tests measure students• strengths in the various areas 
of school work . By giving batteries of achievement tests, 
administrators and teachers can see how well their students 
are doing in various areas of the curriculum as compared with 
those in other schools throughout the country . Well known 
achievement tests are: Iowa Every-Pupil Tests of Basis 
Skills; Metropolitan Achievement Tests; Stanford Achievement 
Tests; and the Co-operative Achievement Tests . 
Tests for Special Aptitudes . --While tests builders 
are beginning to construct instruments to measure aptitude 
for work in art , music, science , social service, and so on, 
the average school will probably find it more practicable at 
first to measure only clerical and mechanical ability or 
aptitudes . Measures in these areas will help indicate which 
course of study is best for a student to follow in high school . 
But what are aptitudes? John R. Yale, in his recent book, 
states: 
Aptitudes may be narro ly defined as potentialities 
which can be developed into special skills useful in later job 
adjustments . While high scores on achievement tests usually 
can be rightly said to indicate high aptitude in those tests , 
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or areas the tests cover ; it is often advisable to get 
1 
measures of the aptitude directly. 
A good general clerical aptitude test is The Minne-
sota Vocational Test for Clerical Workers; the National Office 
Managers Association's Stenographic Aptitude Test gives reli-
able prediction of a student's aptitude for learni ng shorthand 
in a high-school shorthand class . As mechanical aptitude 
tests, the Bennett Mechanical Comnrehension Test and the 
Stenquist ¥-echanical Aptitude Test are probably most widely 
known . 
Tests for Vocational Interests.--Interest tests, of 
which the Kuder Preference Record and the Strong Vocational 
Interest Blank are popular examples , try to point out the 
field or fields of work toward which the student has the 
greatest 11 na.tural 11 tendency or inclination. While at early 
ages interests of students change frequently , it seems that 
interests tend to be fairly well-established by the age of 
sixteen. Interest tests do little to help the student to 
pick a specific occupation ; their purpose rather is to help 
him establish the general fie l d of work toward which he is 
most inclined , and, thus , the course of study best for him 
to follow through his high-school program . 
1John R. Yale , Tests and Their Place in High School 
(Chicago: Science Research Association, 1944) , p . 181 . 
.. 
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Personality Tests . --\Vhile great confusion exists in 
the area of personality and its measurement and results of 
ersonality tests must be used tentatively at best , persona-
lity tests, if answered franklin and truthfully by the stu-
dent, are still more reliable than personal judgment. Two 
reasons for giving personality tests are: we must identify 
the serious y maladjusted pupil as early as possible, and we 
must make some at t empt to determine the appropriateness of 
the student•s personality for the broad job or occupational 
field into which he may plan to go. Personality tests are 
Bell's Adjustment Inventory; The Personal Audit by Adams and 
Lepley; and The Personality Inventory by Bernreuter . 
CO CLUSIO AND SUMMARY 
Although testing has not been used extensively for 
supervisory purposes, tests are used widely . This article 
lists some of the uses , some of the purposes and objectives 
of the basic high-school testing program. Some of the better 
tests in the different areas of testing have been recorded . 
These could become the basic of ini t ial step in a testing 
program. The following statement appearing in Jacobson and 
Reavis•s book and credited to the American Educational Re-
search Association sums it up very well: 
Testing procedures are now a matter of course in the 
attack on educational problems everywhere . Twenty years ago, 
tests were novelties--technics of investigation consisted 
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largely of the compilation of opinions . Today the use of 
educational tests has become almost as commonplace as that 
of textbooks . In the more progressive schools, teachers 
utilize various forms of educational tests regularly and 
1 
continuously . 
No high-school testing program, such as outlined , 
can spring forth fully developed . Instead, the school will 
find it most advisable to go ahead with one part of the pro-
gram at a time . As tests are understood, their value appre-
ciated, and their results put to use, the school can begin 
still another phase or step in the program of testing. 
1 Jacobson and Reavis, op . cit ., p . 59? . 
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CHAP.TER X 
ORGA IZATIO FOR STUDE T PARTICIPATION 
Education in a democracy should be based upon demo-
cratic principles . Active membership and participation 
in school groups provides opportunities to develop and 
practice the rights and duties of a citizen in these 
groups . In providing learning experiences for citizens 
in a democracy, the principal should not replace facu1ty 
autonomy with student autonomy . Rather school organiza-
tion should allol students to practice management and 
direction of their affairs with recommendations and 
counseling from the faculty. By living democrat ically, 
one becomes an effective, responsible, democratic 
citizen. 
Values and Aims of Student Particiryation1 
Student participation is based on the theory that 
citizenship in a smaller or larger group of society neces-
sitates ideals and knowledge combined in action . The strong-
est arguoent for student participation is that it produces a 
higher type of citizenship by providing the students with an 
opportunity to follow the democratic principles laid down by 
the school . They become impressed by the similarity of school 
experience and life exoerience . 
CitizenshiP . Participation in an attempt to solve 
1J . B. Edmonson, J. Roemer, and F. L. Bacon , The Ad-
ministration of the Modern Secondary School (New York: The 
Macmillan Com~any, 1948), pp . 215-216. 
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local and vital problems, as a part of the school's government 
and under wise leadership and supervision, will do much toward 
helping the students to interest themselves in desirable acti-
vities. The transfer from school to life is more likely to be 
successful if the conditions in the school are similar to de-
sirable conditions outside of the school . Theaements re-
quired for good citizenship in school are like the elements 
of good citizenship required in the community at large. Stu-
dent participation brings with it a realization of membership 
in a society with its duties and privileges . It helps to 
develop the ideals of fair play and unselfish service and 
makes students more thoughtful and considerate of the rights 
of others. Student cooperation should develop the individual 
into an intelligent, well-rounded, public-spirited citizen by 
leading him to a realization of his personal responsibilities. 
He must be so much taken up with the spirit of public service 
that he will willingly subordinate self to the interests of 
the groun. 
Socialization and morale. The second value that is to 
arise from student narticipation is the improved moral tone of 
the school and a better socialized atmosphere. The students 
feel that they have a part in the school and do not feel like 
slaves who have to 11 alk the chalk line" ithout having any 
voice as to here the line should be placed . In studies or 
particination, schools have consistently reported that a 
'. 
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greater degree of loyalty is cultivated and there is evidence 
of the development of self-confidence and self-assertion on 
the part of the students. 
Discipline . Another important value is the influence 
of coopera tive control on the conduct of the students, to say 
nothing of the valuable part 1t plays in school spirit and 
loyalty. The teachers and principal cannot sit back and free 
their hands of the problem of discipline, but cooperative 
control will help greatly . It is not advisable to try to 
solve a bad disciplinary situation with student help, but 
in an average or better than average school cooperative con-
trol should achieve a great improvement in discipline. 
Leadership . Leaders are needed in every phase of li~e, 
and there is no place where better leadershi p training may be 
secured than in the school . In student participation, there 
is the best chance to pick out those who have the qualities 
of leaders and give them practice and training in this field. 
Not only will these leaders be trained, but those who have the 
qualities of good followers will have training to do their bi~ . 
It gives the students a chance to do some reflective thinking 
and a chance to act upon their ~onclusions . 
Further outcomes. Some other values of student partic-
ipation in school control are: 
1 . It utilizes the moral and ethical aims of education . 
2. It secures better cooperation between the home and 
the school . 
15? 
3. It makes provision for a more intelligent majority 
rule. 
4. It aide in interpreting and molding school opinion. 
5. It is a true project method for securing a broad and 
rich educational experience. 
6. It offers an ideal means of unifying the life of the 
school. 
1 Pupil Participation in Administration 
In a democracy such as ours it is infinitely more im-
portant tha.t the schools develop individuals who possess the 
attributes of good citizenship--self-control, initiative, 
responsibility, self-reliance and self-dependence combined 
with the ability to cooperate and work with others, capacity 
for open-minded evaluation of facts and procedures and the 
resultant formation of an unbiased opinion and course of ac-
tion, and an appreciation for and an understanding of the 
"other fellow's" problem--than it is to produce encyclopedic 
automatons who attempt to lead for self-glorification or fol-
low the leader no matter how inadequate he may be. Such in-
tangible qualities cannot be imposed upon the pupil from with-
out, nor is it reasonable to presume that they are inherent 
and will automatically appear in adult life when the need for 
them arises; but rather, they are the result of a gradual 
1N. W. Newsom and R. E. Langfitt (eds.), Administra-
tive Practices in Large High Schools (New York: American 
Book Company, 1940}, pp. 19-20. 
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growth and unfolding within the pupil and can best be develop-
ed through repeated exercise in their application. Therefore, 
it is the duty of the school to provide situations in which 
the pupil will have the opportunity, as an individual and as 
a member of the socie.l group, to engage in those activities 
which develop the fundamental qualities for successful living 
in a democracy . 
The educational precept that we learn by doing is the 
basic principle underlying the theory of pupil participation , 
whether it be in relation to school government, the curriculum, 
or in other matters pertaining to the school . This does not 
mean that the pupil shall be given free rein to do as he pleases 
and to follow each whim and fancy, but that, under the expert 
guidance of his teachers, he shall be allowed to participate 
in those experiences which are most real and vital to him and 
to those about him. Pupil participation is an educative pro-
cess which must develop gradually, in keeping with the pupils' 
experiences and interests. 
Pupil Participation in Policy Formation1 
ow let us look at the criterion of democracy as ap-
plied to pupils . Obviously , as pupils grow older they attain 
higher intellectual maturity and a higher cultural level. 
They do not necessarily attain much in the way of professional 
1Paul R. Mort , Principles of School Administration 
(New York: McGraw-Hill Book Company, 1946) , p . 108 . 
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competence in education . The realm in which their competence 
is to be considered in the formulation of policy affecting 
them, while ever-widening, may therefore be considered fairly 
narrow as compared with the realm of the teacher . To the ex-
tent, however, that their competence makes possible partici-
pation in the formulation of policy, and to the extent that 
they can be led to see that in participation there is a respon-
sibility as well as an opportunity--to that degree ~re we 
treating them democratically. Here, as elsewhere , therefore, 
we should set the realm of participation somel.;hat beyond the 
bounds of certainty with respect to competence, on the assump-
tion that we will tend to underrate their ability to partici-
pate because of their immaturity . 
It should be understood that this is not a proposal 
for training in democracy. Ra.ther it is a discussion of the 
recognition of pupils as persons involved and worthy of con-
sideration in their own right. The writer believes t hat the 
orientation to democracy , in general , and to political demo-
cracy , in particular •••• , have important implications for 
the development of a generation that will find democrat ic 
living easier than our generation finds it. 
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1 Subcouncils Increase Particination 
One school, after several years of experimentation, 
developed an organization which was truly functional. It was 
realized that the Student Council of thirty members was giving 
experience to only a small fraction of 500 pupils. Further-
more, in a school of that size there were numerous responsi-
bilities t hat pupils could accept with more profit than the 
teachers. It was found that those small matters that are thorns 
in every principal's existence and that are usually lert un-
touched beca use of lack of time could be assigned to student 
co mmittees. Soon many sub-councils were in action, with more 
than three-fifths of the student body serving on them and vol-
untarily rema ining after school for forty-five minutes once a 
week to do so. Each of these subcouncils was justified only 
by its need. Whenever a phase of school organization neces-
sitated cont!nuo~planning, discussion, and administration, 
a subcounoil was formed which: 
1. Planned creatively for its own particular phase of 
school organization. 
2. Reported weekly to the Student Council and to any 
class or advisory (homeroom) of which it might be 
representative. 
3. Was a tangible body to which all matters concerning 
that definite phase of activity might be referred. 
lG. R. Koopman, A. M1el, and P. J. Misner, Democracz 
in School Administration ( ew York: D. Apnleton-Century Com-
pany, 1943), pp. 235-23?. 
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The need for a subcouncil might be first recognized by either 
students or faculty members. 
Each small council had a faculty adviser, several of 
whom served on the faculty committee concerned with student 
affairs (the Curriculum-Activities Committee) . Members of the 
Student Council took the chairmanships of the subcouncils in 
order that there might be direct reporting to the Council and 
that close relationship with the Council might be maintained. 
An attempt was made to use good techniques of group 
discussion both in the subcouncil meetings and in the sessions 
of the Student Council . Care was taken to coordinate the plan-
ning done by the students with that done by the faculty in a 
cooperative and democrat~c way . There was no complaint that 
the teachers were 11 running things . " ever in the history of 
the school had greater interest and pride been shown in all 
that the school was doing . Lessons learned from revising the 
constitution of the student league and working out the by-laws 
of the school , as well as from conducting the semiannual elec-
tions1 were invaluable lessons in the mechanical aspects of 
citizenship . 
All subcouncils met at the same time in order that no 
pupil might belong to more than one council. Thus participa-
tion was spread . The councils were representative of home-
rooms, social-studies classes , English classes, and integra-
tion classes, or consisted of volunteer membership as the 
activity demanded . 
Douglass, H. R. 
Schools. 
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CHAPTER XI 
GRADING AND PROMOTION 
Much discussion has been offered in this area in 
recent years . By the fact that there has been concern 
on this matter , it would indicate that current prac-
tices might well be evaluated in terms of current edu-
cational objectives . The following articles and read-
ings provide some basis for study of grading and pro-
motional practices . 
Marking and Reporting Progress1 
An educational speaker is said to have remarked, 11 The 
school with its formal lifeless curriculum and its poor teach-
1ng methods has gotten into such a fix that a marking system 
had to be invented to make pupils work. 11 This may have been 
an attempt at humor but it is not entirely humorous; a partial 
truth is too closely approximated for comfort . Whatever their 
exact origin, marks are too commonly used as extraneous moti-
vations , either as rewards or as punishments . Threats based 
on marks are too common in many schools . 
The problem of determining the pupil's mark or index 
of achievement brings into sharp relief again the two theories 
of education and of learning which have been contrasted 
lWilliam H. Burton, The Guidance of Learnin~ Activities, 
(New York: D. Appleton-Century Company, Inc . , 1944 , pp . 479-
480 . 
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throughout this volume. One theory sees education as the 
mastery of designated segments of subject matter. The seg-
ments are arranged in a series of grade levels. Marks are 
assigned largely on the basis of teacher judgment as to how 
well the materials have been retained. The other theory sees 
education as the progressive development of the personal-
social-moral traits, understandings, abilities, etc., of the 
learner. Marks, if given at all, are usually accompanied by 
descriptions of the pupil's actual achievement of functional 
learning outcomes. The logical outcome of this theory is to 
abandon marks and to substitute therefor descriptions of 
actual learning products and progress. Earlier chapters have 
discussed in some detail the serious detriment to educat~on 
and to learning which results from substitution of a mark or 
symbol for true learning. Marks will be used, however, ror 
a long time yet in traditional schools. Teachers need to 
know how to operate a fundamentally unsound device as sensibly 
as possible. 
Promotion or Non-Promotion1 
Faculty study of the problem of non-promotion and re-
tardation is a much more rational method of solving the prob-
lem than is administrative order. Unless the teachers who have 
lp. B. Jacobson, and W. C. Reavis, Duties of School 
Principals (New York: Prent i ce-Hall, Inc., 1942), pp. 455-456. 
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been using failure as a part of their teaching technique are 
brought to a realization of the problems, and as a result of 
discussion and study are prepared for a transition, there 
will be little improvement in educational result . Because 
failure is closely connected with non-attendance , whether for 
illness or other reasons , it is unlikely tha t failure wil1 be 
eliminated entirely from the schools . The trend toward a 
reduction of failure which began earlier in the century may 
be expected to continue . Perhaps it is not inappropriate to 
mention that adequate and complete records for every pupi~ 
kept up to date on a cumulative forre are es sential in the 
successful study of the problems of promotion and r etardation 
and of the whole problem of classification . Some of the items 
which the cumulative record should contain are pedagogica~ 
history, health record, personal and family history , mental 
ability, social development , special abilities, and extracurri-
culum record . These data furnish adequate material for the 
studies proposed. From time to time the principal may wish 
to test the classification of the entire enrollment in the 
school by means of age-grade and grade-progress studies which 
should be made on the basis of serious study by the entire 
faculty. 
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1 Effective Marking and Renorting 
Many schools can solve their report card problems by 
the following methods, according to J . N. Vonckx, princ~pa1 
of the McKinley School in Normandy, Missouri, writing for 
The Ne.tional Elementary Principal . Those suggested are: 
l . 
2. 
4 . 
Reduce tLe number of report periods from one a 
month to four or even two times a year . (Usual1y 
this plan is supplemented by letters to the 
parent or personal conferences) . 
Discourage comparisons between pupils by substitu-
tion of a tl'TO or three step rating for the old 
number or letter grade, such as S--satisfactory and 
U--unsatisfactory. 
Judge and report a pupil's achievement in the light 
of his capacity to learn and not in comparison with 
other members of his class. 
Include desirable personal traits and their growth 
in the scholastic achievement record . 
Include statements showing tte child's fields of 
strength so that he may feel that he is making 
progress each period. 
Study of Relation of Marks to Promotion2 
In nearly all schools studied the passing mark means 
promotion . In the last analysis it is the teachers who 
usually decide who shall pass and who shall fail, although 
often they are required to consult with others before award-
ing a failing mark , or to make a written report before 
l"Let 1 s Have More Effective Report Cards!" School 
Management , XVIII (August, 1948) , 20 . 
2Roy o. Billett , Provisions for Individual Differ-
ences: Marking and Promotion, National Survey of Secondary 
Education , Bulletin No . 17, 1932, Monograph No . 13 . 
(Washington: United States Printing Office , 1933 . ), pp. 471-472. 
-
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strenuous efforts have been made to help him to bring his 
work up to a standard which merits promotion . Practically 
all schools report cooperative efforts of the pupil, parents, 
teachers, and supervisors to prevent failure . From half to 
three-fourths of the resoondents state that the passing and 
failing marks are influenced by the pupil's effort, attend-
ance, age, ability, handicap s , and the probably effect of 
promotion or non-promotion upon his future success . Eight 
other factors are mentioned. The typical mark accepted for 
credit in a subject is the same as the typical average mark 
required for graduation . But the typical average mark re-
quired for recommendation to college is 10 percent higher 
than the mark required for credit or for graduation . Trial 
promotions are employed in more than half of these schools . 
About 2 percent of the total enrollment are so promoted and 
about 30 pP.rcent succeed with the advanced work . Only one 
school is awarding credit for quality . The individual sub-
ject is the subject-matter unit of promotion in 85 percent 
of the schools . Promotions are made each semester in the 
larger schools and each year in the smaller schools. Pro-
motions are made each semester in the larger schools and 
each year in the smaller schools. Promotion beco~s a prob-
lem with only a small percentage of pupils and each case is 
treated individually . Rigid rules regarding promotion are 
nonexistent and incompatible with the principles governing 
--
1?2 
promotion in these schools. A small percentage of schools 
are awarding "certificates of completion 11 or "certificates 
of attendance" to pupils who can not meet the requirements 
for the regular diploma . 
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CHAPTER XII 
ATTE DANCE PRINCIPLES AND PROCEDURES 
Well-coordinated attendance procedures should con-
stitute a part of every good administrative set-up . 
The attendance requirement has been so long a part of 
the educational system that all too frequen t ly there 
is no recognition of the basic principles upon which 
attendance procedures should be built . Both princi-
ples and procedures are included in the following 
materials . 
1 The School Census 
Within a particular school system attendance enforce-
ment may be considered to present two rather distinct prob-
lems: first , getting all children enrolled , and second, keep-
ing all enrolled children in reasonably regular attendance . 
For the accomplishment of the first task there is maintained 
a school census or enumeration . If such a record is to func-
tion efficiently , or even with reasonable accuracy, it mus t 
at any time include the names of all children of compulsory 
school age who should be on the rolls of the school system, 
and at the same time be free of all names that cannot be so 
classified . Inasmuch as the school population is never static , 
1Leo M. Chamberlain and Leslie w. Kindred , The Teacher 
and School Organization (New York: Prentice-Hall, Inc ., 1949) , 
pp . 409-410 . 
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such a record must always be undergoing change . Children are 
constantly being moved from one school district to another or 
from one school area to another within the same system; others 
are reaching ages beyond the maximum for compulsory attendance; 
others are arriving at school age ; some are leaving the public 
schools and entering private institutions or vice versa ; some 
are becoming physically or mentally unfit to attend school ; 
and still others are dying . All of these changing conditions 
must be accurately recorded by the school census if it 1s to 
be an effective instrument for the enforcement of attendance . 
In the majority of school systems such is not the case . 
In the past the census has been required by most states prima-
rily as a basis for the distribution of school funds and only 
secondarily as a means for the enforcement of attendance. As 
a consequence, it has been taken only periodically and then 
in many cases in an extremely careless and inaccurate fashion. 
Thus taken, it has served very inadequately as a basis ror the 
enforcement of compulsory attendance laws . 
Recently there has been developed in many of our lead-
ing city school systems a device commonly described as a 
continuing school census . As the term implies, the continuing 
census is a record of the school population that will furnish 
at any time an accurate basis for the enforcement of the 
compulsory attendance laws . Under such a plan the census card 
adopted will be filled out for every child in the school 
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district below the last age at which it seems desirable for 
the school to maintain its contact with the pupil . Authori-
ties usually recommend that the record involve all ages be-
low 18 years and as many years in advance of this age as the 
law may require . 
The maintenance of an accurate school census as a 
basis for the enforcement of compulsory attendance presents 
some extremely difficult problems but none that cannot be 
solved if the combined efforts of the administrative staff, 
the attendance officer, and an intelligent teaching corps 
are brought to bear on them. That this is the case is evi-
denced by the fact that the continuing census is usually 
found operating in the city where the difficulties are great-
est but where the administrative and teaching personnel is 
strongest . 
1 Pupil Account ing Procedures 
In the absence of specific attendance rules directing 
other ise, the following plan will be found to be workable . 
1 . Each teacher is to keep a record of the daily 
attendance of each pupil, in a register provided 
for that purpose . 
2. Each teacher is to handle cases of tardiness , 
subject to such oversight as the principal sees 
fit to give . 
1Ellwood P . Cubberly, The Princi1al and Hie School 
(Boston: Houghton Mifflin Company, 1923 , pp . 254-255 . 
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3. There is ordinarily little reason for requiring a 
tardy pupil to go first to the principal's office 
and wait for his permission before coming to his 
room. Get the pupil into class and at work as 
quickly as possible, and attend to excuses after-
ward. 
4. Pupils not present at a designated time are to 
be reported on slips or cards, to the office as 
outlined above . 
5 . In reporting pupils absent, teachers should give 
an opinion or guess, if illness or truancy is 
suspected. 
6 . Teachers should make an effort to find out from 
others why pupils are absent, and when found out, 
state reasons on subsequent reports . 
? . Teachers should avoid making so much of the evil 
of tardiness that a pupil, especially in the lower 
grades, will go back home rather than be tardy. 
e. Excuse those from work missed on account of sick-
ness only until they shall have had time to make 
up , and those absent without a satisfactory ex-
cuse must make up the w'Ork lost outside of hours . 
Those excused may be helped on back work; those 
not excused to receive a zero on the time lost . 
9 . Excuses for tardiness and absence should first 
go to the teacher, and may be referred to the 
principal later , if she thinks it desirable or 
necessary . In the case of absences caused by 
truancy , or some form of pupil negligence, it 
often has a very wholesome effect if the pupil 
has to take the excuse to the principal and secure 
his approval . This should be done , though, at his 
office periods , or at intermissions . 
10. When new pupils enter, or pupils leave or are 
transferred, the attendance officer should be 
notified accordingly . 
11 . Keep in mind that the machinery of attendance 
is only a means to an end , and that results often 
depend more on the attitude toward promptness and 
regularity assumed by the principal and teachers 
than upon compulsory enforcement . 
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12. It is well to establish helpful relations w~th the 
police as regards attendance. If pupils inclined 
to pay truant know that a number of persons in 
authority are likely to be looking for them, they 
will be more careful about their absences. 
It must be remembered that the prime purpose of a11 
regulations and machinery for attendance-enforcement is to 
try to establish habits of punctuality and regularity in 
attendance at school . This is done more for the future value 
of such habits to the pupil than for bringing up the average 
attendance, desirable as this may be. Something can be accom-
plished by using certain devices to stimulate attendance , 
much by building up a school spirit that will make pupils 
want to come to school promptly and regularly , and in a few 
cases something by an impartial and effective enforcement of 
the compulsory education law. 
Preventing Non-Attendance1 
The teacher certainly needs to know the general causes 
of non-attendance . The problem which is of more concern to 
her, however, is how to meet the issue of non-attendance ~n 
her school . The solution has t'~TO aspects, both of loThich re-
quire the exercise of discretion and common sense in their 
treatment . One is that of dealing with the cases that require 
1James H. Dougherty , F. H. Gorman , and C. A. Phil~ips, 
Elementary School Organization and Management (New York: The 
Macmillan Company, 1936), pp . 301-302. 
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correction; the other that of creatirrg such conditions ae 
will largely eliminate needless non-attendance . 
Every case of non-attendance needs to be treated indi-
vidually. The first step in the treatment should be careful 
diagnosis of the case . Corrective measures should be appl1 ed 
only after careful investigation and those employed should be 
chosen 'tvith the particular needs of the child in mind . Pos1-
t1 ve measures which are generally found successful when pro-
perly applied are : conferences with the pupils and their 
parents, assignment of a position of responsibility wbl.ch re-
quires the pupil's regular attendance , and the encouragement 
of pupils to establish a creditable attendance record . Cor-
rective measures such as threatening , keeping after school 
hours , or during recess periods, or forcing the child to do 
extra study should be avoided . The reason for this is that 
the nat re of the associations tend to creat e in the chi~d a 
dislike for all experiences connected with school . 
The problem of nreventing non-attendanc e should be 
accepted by the teacher as a challenge . Her first method. of 
attack should be to make the school such an attractive :pLace 
for the child physically , socially , and educationally that 
he will want to come . The room should be sui table decorated • . 
It should also be properly equipped for the comfort of' the 
child as well as for work . The social life should be of such 
a type that he feels himself to be a secure and successf~l 
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part of it . The educational activity should be made for him 
a constantly enjoyable experience of growth and development. 
Children who are absent should be made to feel that the school 
is interested in their early return , All of us like to feel 
that e are appreciated by our associates and that we contri-
bute something to the group that is missing when we are no t 
present . 
1 
Simplified Plan for Checking Classroom At tendance 
At the close of the homeroom period, which opens the 
school day in Rawlings Junior High School, each room sends in 
to the central office a list of pu~ils who have not reported 
to the homeroom . From these lists the absentee list for the 
day is compiled , This list is put on a stencil, using a two-
column listing at the top of the page . Rooms are listed in 
consecutive order . The rest of the s t encil is ruled into nine 
or ten spaces and each space numbered to show a class period. 
As soon as the clerk can get the sheets run from the mimeo-
graph, a sheet is sent to each teacher in the building . 
This art icle is in no way concerned with the non-at-
tendance of pupils whose names appear on the absentee list of 
the day . The teacher in charge of the attendance work handles 
the checkup on this list , That teacher in turn is not held 
reponsible for checking the attendance once the pupil is 
l~.f. A. Powell, 11 Simplified Plan for Checking Class-
Skippers , " Clearing House, XXIV (January, 1950), 275-276 , 
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in school. 
It would no doubt be much better if the same person 
handled both phases of the problem, but frequently the work 
is too much for the time allowed the teacher . Such was the 
case in this school. And so responsibility for class absence 
as contrasted to all-day absence is placed on the home-room 
teacher, with such assistance as may be needed from the princi-
pal and the assistant principal . 
Insofar as poesible,anticipated absences from classes 
for assemblies, field tripe, athletic events, and other 
special activities are listed in the "Principal's Bulletin" 
for the day . The cl ass teacher has this bulletin and the 
absentee bulletin for reference. 
A glance at the seat chart for the class and at the 
bulletins quickly eliminates the need for reporting most 
absences . However, class teachers are expected to keep in 
their own class registers a record of all absences regardless 
of cause. Beside the numbered class period on the absentee 
bulletin the class teacher lists the pupils not accounted for. 
The homeroom number is written , with the name. The class 
teacher does this for each class period during the day . At 
the end of the day each class teacher's sheet should show 
all pupils not accounted for on either of the tl'to bul~e tins 
mentioned . 
Study-hall absences are listed on a special sheet , 
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since there may not be enough room in the period spaces on 
the absentee buletin . Teachers may want one or more pupils 
from a study hall for some definite reason. In this case a 
note signed by the teacher is supposed to be sent to the 
study-hall teacher during the period. It may and usua~ly does 
take some help from the office to get names of pupils no longer 
in school or with changed programs removed from study-hall 
lists, Pupils may take on or drop special assignments on 
study-hall periods . Every effort is made to keep the rolls 
accurate, but at best it takes help from the office to get 
those rolls straightened out so that much needless reporting 
is eliminated . 
During the early part of the last class period of the 
day, special messengers are sent to collect absence sheets, 
one from each class teacher. Study-hall absence lists are 
usually sent in as soon as made up, but any that are not in 
are collected. 
Either the assistant principal or a clerk makes up a 
summary of absences for all rooms from these class and study-
hall lists . Mimeographed sheets are used for these summaries. 
Each sheet is divided to allow a summary for six rooms at a 
time. Each of the six spaces is given an identifying room 
number and dated. A carbon is used so that the office will 
have a summary of class absences after the top sheet is divided 
and the proper part given to each homeroom teacher . 
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In transferring the class absences it was found that 
we needed to give not only the name of the pupil and the 
period of the absence but also the room from which the absence 
was reported . For study halls the period only needs to be 
given. The next morning the homeroom teacher receives not 
numerous absence slips but one slip sho ing all room absences 
reported . 
It is up to the homeroom teacher to check on these 
class absences , calling upon the school office as needed to 
correct irregularities. Under this plan it is the responsi-
bility of the pupil and not of the teacher to see that a slip 
is sent if the pupil is out of a study-hall to be with a 
teacher. After the system is in operation it is wise to re-
fuse any and all pupils the right to cover a study-hall or 
class absence by a note which he wants to get later. invari-
ably attempts to cover absences are made when teachers are 
busy with their own homerooms and should not be bothered by 
pupils from other rooms . 
As for a pupil being out of a regularly assigned 
class , such absence is usually allowed by the office only . 
There are times when last minute rehearsals and preparations 
for school activities make some cl~ss absences necessary, but 
these should have office apnroval . An attempt is made to 
notify homeroom teachers when pupils are unexpectedly excused 
during the day for one reason or another . In short, every 
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effort is made to keep the checking on the part of the home-
room teacher at a minimum. 
l Developing Teacher Understanding of Pupil Accounting 
Since much of the original and primary information re-
garding pupil accounting must be discovered , interpreted , and 
recorded by teachers , it follows that teachers should have a 
clear conception of the aims and of the vital importance of 
such work . A theory of democratic school administration 
maintains that the teachers will do such work more intelli-
gently and more effectively when the importance of their 
efforts is understood. The perfunctory taking of the census 
which is followed by some calculations to obtain figures to 
be used in a report to be sent to county or state authorities , 
and the subsequent filing of the census sheets or cards among 
the other inactive files to accumulate dust until some fair 
day for housecleaning, will certainly not arouse the enthusiasm 
of teachers who in some cases are called upon to contribute 
extra time for such work . Only when each report of absence 
from school or each item of information regarding a pupil no t 
in school may be understood to have a very important relation 
to the success of the broad aims of the school program and to 
the duties of the teachers for which society employs t~em, 
lp . w. L. Cox and R. E. Langfitt , High School Adminis-
tration and Supervision ( e York: Amerjcan Book Comoany, 
1934} , pp . 376-3?7. 
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can teachers be expected to give the school census, school 
attendance, and other aspects of pupil accounting the pro-
fessional service wh_ch they should receive . Teachers should 
understand and appreciate that adequate pupil accounting makes 
helpful information available to each teacher t-:·hen needed. 
The high school administrator should try to develop jn all 
teachers a professional appreciation of this school work . 
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CF.APTER XIII 
DISCIPLII'E A TD CITIZE SHIP 
If chaos and disorder are associated with the term 
of an administrator , movement will not be delayed long 
by higher school officials for removal of tr.e chaos , 
disorder, and the associating adminis t rator . Breaches 
of social conduct are tolerated by neither autocratic 
nor democratic societies . The means and methods of 
achieving order necessary for the accomplishing of 
school tasks are many and varied . Here too , the method 
should fit the philosophy of the school . 
Importance of Discipline1 
One, to create and preserve the conditions essential 
to the orderly progress of the school . Cooperation on the 
part of the student , a sense of group responsibility , and an 
intelligent sympathy on the part of the teachers are essen-
tials for the orderly progress of work . 
Two , to prepare the student :fo-r-effective participa-
tion in adult life . Many liberties should be granted the 
students, but they should be balanced wit~ corresponding 
responsibilities . Allowing much freedom to the individual 
should imply the individual's use of this freedom for the 
welfare of society . 
lJ . B Edmonson J . Roemer , and F. L. Bacon, The Ad-
ministration ~f the ~od~rn Secondar School ( e~ York: The 
Macmillan Comnany, 1948 , Pp . 203-204. 
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Three , gradually to instill the fundamental lessons 
of self-control . This can be done by teaching the student the 
importance of remote over immediate ends. He should be taught 
to realize the values of persistence and effort . 
Success of corrective measures. Analyses have shown 
that only about a third of the corrective measures commonly 
used are successful . It is both serious and unfortunate t~at 
teachers and principals are so unskillful in dealing with 
disciplinary problems . 
The evidence is clear that kinjness coupled with fair-
ness and firmness achieves results. On the other hand, cer-
tain measures , rather effective in their relation to other 
activities , a.re intrinsically wrong. The giving of extra work 
as a penalty tends to make a student hate his studies. It 
'1u ts school1.,ork in an unnatural place and prevents wholesome 
attitudes of interest and initiative . Tocause a person to fail 
in his wor.k or to lower his marks is also unjust . 
Corporal punishment . Although common in the past , 
corporal punishment is now rare , Cprporal punishment is gene-
rally condemned by educatio~al writ~rs, and opposition to all 
kinds of. physica~ indignities is steadily growing. It is 
prohibited by the rules and regulations of some boards of edu-
cation , ana is considered inexpedient in many school systems 
because it tends to impair the morale of the school. Teachers 
are frequently advised that any form of corporal punishment 
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should be used only as a last resort, which generally means 
that it should not be used at all . 
If, however, corporal punishment is authorized in a 
school and it does seem necessary as a last resort, the per-
son administering jt shoul~ take the following precautions: 
(1) make certain that the results will justify the means; 
(2) get the signed permission of the parents; (3) administer 
the penalty in the presence of a responsible witness ; and 
(4) be certain that the student does not havegrounds for 
attributing any physical injuries to the punishment he re-
ceives. The administrator should reali~e that corporal punish-
ment has given rise to numerous lawsuits that could have been 
avoided. 
Detention . Many successful teachers favor the prac-
tice of detaining students after hours for misdeeds. This 
in general is a bad policy because: (1) it causes the stu-
dent to dislike school , and (2) it is an unnecessary demand 
on the teacher 1 a time. The teacher might better be enjoying 
physical recreation . 
Personal conference . Personal conferences with stu-
dents, with ap eals to do the right thing, are always good 
for first offenders . In this connection, it is well to let 
the student do the talking and get him to prescribe his own 
penalty. Reproo f should generally be given in conference 
and should consist of an unbiased statement of the conduct 
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and the reasons why it is not permissible . 
The principal is in a position to know the worst of-
fenders . Sometimes their parents believe them still to be in 
the 11 little Angel" stage . A sympathetic conference with 
parents calling attention to their child's trou lee is often 
provocative of reform . 
Restitution . Restitution for damage done and apology 
for real insults are good measures to insist upon . They are 
in line with the doctrine of the adantation of the penalty 
to the misdeed . 
Social disanproval . There is no deterrent to wrong-
doing like that of social disapnroval . Strong school pride 
and loyalty will brand the individual who harms the school . 
If someone mars a desk and his associates have the right 
spirit, the results will be unpleasant for the offender . This 
opirit is the product of a type of management and education 
that has been continuing for some time . If it can be aroused, 
it is the most effectual corrective measure known . 
Control is a more serious problem in the high school 
than it is in the grades. In the high school, organizations 
spring up, and organized wrongdoing is a powerful force. It 
is necessary to check and destroy organizations having rong 
ideals by means of student participation in school government 
and by rightly motivated groups . 
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Threats and humiliation . It should be obvious that 
making threats that ~ill not be carried out will usually re-
sult in failure . The same may be said of unjust penal t ies . 
The student should realize the connection bet1ieen the deed 
and the reward, good or bad. Such ounishment as being com-
pelled to mop the floors or to do extra work is ruled out . 
One test for the justice of penalties is that they should 
meet the approval of the punished . Offenders will realize 
the justice of decisions if the principal does not give way 
to personal feelings such as anger , but is always consistent, 
impartial, and judicial . Stormy scenes are recognized as a 
weakness by students . 
The orincioal'o attitude . Certain attitudes make the 
application of corrective measures easier. The principal 
should always be considerate, giving to the accused the bene-
fit of any doubt and treating him as an adult, if possible. 
Spying does more harm than good; it is better to trust the 
pupil's sense of justice, which in most cases is very keen . 
Practical suggestions on discipline. A teacher will 
find it profitable to check his disciplinary practices in 
terms of such oroposals as these: 
1 . 
2. 
Set a good example as a teacher in matters of 
honesty, fairness, courtesy, kindliness, order-
liness, industry, and reverence. 
Create many onPortunities for students to cooperate 
in activities- for the good of the school or class. 
199 
3. Plan to use the surplus energy and initiative of 
students in directed playground activities, school 
assemblies, and other kinds of cooperative under-
takings. 
4. 
6. 
7. 
8. 
10. 
11. 
12. 
13. 
14. 
Routinize many matters of class management , such as 
taking the roll, collecting and distributing papers, 
insnecting desks , arranging illustrative materials, 
and adjusting shades. 
Remove or modify conditions that cause disciplinary 
problems. 
Cultivate the kind of morale that will cause stu-
dents to show disapnroval of misconduct by asso-
ciates. 
Create a spirit of success among the students in 
a school or class. 
Give definite instruction in matters of courtesy and 
good sportsmanship. 
Emphasize the rewar s, honors, and merits of good 
con~uct rather than the penalties of misconduct. 
Treat all students in a kindly, impartial, and 
considerate manner. 
Organi7e the work in such a manner as to keep stu-
dents busy with profitable tasks during every 
minute of the school day • 
. aK.e early the fe'tv rules needed for the smooth run-
ning of the school or class. 
Make the punishment of a student an individual 
matter . Do not punish the group for the misconduc t 
of the individual. 
Expect from students a fine type of conduct, but 
prepare for occasional disappointments. 
The forego ng list of recommended practices ~s based 
on the assum_ tion that the teacher should work cooperatively 
with the students and assist their efforts to grow in self-
control and self-direction. 
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1 Decreasing Disciplinar~ Difficulties by Prevention 
Decreasing discipline by prevention. The end and aim 
of school management and control should be to build up in the 
school such an interest in work and good order that discipljne, 
ae such, will be largely unnecessary. To shift young people's 
ideals, by proper handling, from malicious mischie~ and general 
bad conduct to constructive ork for a common good and purpose, 
and to make them feel that what they are doing is very import-
ant, is a onder.ful service to them. It also contributes 
much to making a school easier to control. Constructive dis-
cipline, plenty of motivated school work, good teaching, good 
playground organization and inter-school games, organized 
pupil activities, a good grading and promotional plan , wise 
use of the assembly period , employment of the pupils as lead-
ers , the awakening of a school pride and loyal spirit, the 
development of some type of community service, and the impress 
of the ideals and uersonali ty of strong teachers and a capa-
ble principal--all these contribute as preventive measures to 
decrease the necessity for much attention to discipline. 
It is the business of the school to try to find and 
bring out the good that is in young people , and to turn 
youthful energy and suirit into useful channels. Unruly boys 
1Ellwood P Cubberly, The PrinciJal and His School 
(Boston: Houghton.Mifflin Comoany, 1923 , pn. 280-281. 
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and girls can often be almost complet ely changed Ln charac-
ter by awakening their pride , making them feel that they are 
of reAl help and use , and filling them with a desire to be-
come somebody worth while in this world . The echo ol offers 
an alert principal and body of teachers nlenty of construc-
tive opportunities , both in the school and in the neighbor-
hood, for training pupils for useful participation in civic 
life. To open up these possibilities for service and turn 
the energies of the young people into new and userul direc-
tions conotitute important means for reducing disciplinary 
troubles, and for shifting the disciplina.ry preble n. to higher 
levels. 
Basis of Discipline! 
T_ere really ~hould be no chapter on discipline in 
a book on high school administration . mat commonly goes 
by tre name of discipline should be entirely eliminated , or 
handled as an incident to the guidance and social program. 
Discipline, in the narrow sense , must be regardPd as a sign 
of defects in the social org~~ization of the school . There-
fore, the administrator should examine his program so that 
its functioning may be improved. Certain recurren~ problems 
can generally be prevented by a change in machinery . For 
1M . E. Morgan and E. C. Cline, Systematizing the Work 
of School Principals (New York: Professional and Technical 
Press, 1930) , pp . 211-212 . 
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exarr;ple , in a school system in which the rental ay stem is in 
vogue for textbooks, some extreme objection was raised to 
the plan because of the difficulties in collecting the fees 
and because of the bookkeeping involved . Pupils would not 
bring the fees promptly , or would not bring them at all . The 
fault was not with the pupils . They were merely taking advan-
tage of defective school machinery to their own moral damage, 
to be sure . The fault was that the books were given out 
first , and only a vague statement made as to the time of 
payment . ~'/.hen a dead line was set for paying the t'ees , and 
something happened when the dead line was crossed , the fees 
were soon paid as consistently and promptly as any other 
school obligations were met . Administration implies fore-
eeeing the problems and providing for then in advance . 
But in spite of all social engineering and planning, 
the problem of discipline as such is an important one , and 
it is solved only as all other administration problems are 
solved-- by beginning with the philosophy behind the entire 
problem. 
One of the most difficult problems of a school execu-
tive is so to orgeni1e the school as to educate pupils and 
teachers out of the all too prevalent idea that discipline 
is a thing in itself--a diAtressing , incidental , concomit-
ant of school ~ark to be tackled only when something goes 
~Tong, having no roots in the educational process as a whole 
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and having no particular educational value in itself . The 
solution of this problem through social organization, rather 
than through the establishment of a formidable machinery for 
handling misfits after they become conspicuously troublesome, 
io the only means that will yield worth-~mile social results. 
Nowhere else in school are means and ends more often confused 
than in the matter of discipline , and nowhere else is such 
confusion more harmful . 
In social evolution, discipline has been , in turn, 
vengeful and repressive , preventive and reformative , educa-
tive and creative . Since discipline, in its narrower sense , 
is likely to be such a person-against-person affair , instinc-
tive tendencies are aroused that reach back into the barbarous , 
savage, and animal past . It is , therefore , the business of the 
principal , so to organize things that the whole question of 
social control will be put on a higher plane , so that the 
direct, personal pressure from above down will be superseded 
as far as possible by indirect, social , "lateral" pressure 
from the surrounding group . So much for the means of control . 
------~--------
The ~ of discipline is to develop self-control, or , better, 
self-direction . Such an end will never be attained as long 
as the end in view seems no more than nreserving the semblance 
of order, or as long as, even from the pupils 1 standnoint, 
the end seems to be that of keeping tr.em from doing what they 
want to do in order to get them to do what they do not want to 
do. 
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Modern Standards of Discinline1 
Consistent with the modern conceptions of the goals 
of discipline , a marked reection should be noted in what are 
considered to be desired standards of conduct in school . 
There has been a relaxation of the strain experienced by 
teachers and principals in trying to prevent all whispering , 
writing of notes , chewing gum, and to insure all the minor 
externals of conformance and respect. In place of this a more 
constructive program has been adopted looking forward to de-
velopment by positive rather than negative means, to growth 
rather than repression, to initiative and freedom governed 
by acceptable ideals and interests rather than to self-re-
straint and inhibition actuated by fear and accompanied by 
resentment and other emotions and attitudes unfavorable to 
the development of qualities of good citizenship . 
The modern principal or teacher well oriented in the 
philosophy and objectives of discipline does not ask "Is 
this conventional? Should pupils be permitted to 'get away 
l-Tith that'? Was I permitted as a pupil to do that? 11 In 
the order of their importance, he raises the following 
questions: 
lHarl R. Douglass, Organization and Administration of 
Secondary Schoole (Boston: Ginn and Company , 1932) , pp . 270-
2?1 . 
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1 . What relative net results, direct and indirect , for 
this pupil and for all others, will the various re-
actions I may make (including making no noticeable 
reaction) have upon the development of ideals and 
habits that are consistent with good cit~zenship 
and self-government? 
2. What will be the effect upon the conditions for 
carrying on profitable educative activity? 
3. What will people say? 
4. \ihat will be the effect upon the 11 authori ty 11 of 
the teacher or principal (beyond the indirect re-
sults mentioned in 1)? 
In schools and classrooms where such standards pre-
vail mechanical and deadly quiet, which was the goal of many 
teachers of the passing generation, will rarely be found, but 
in its place groups of busy, happy pupils ready to join in 
authority to disapprove really objectionable behavior. Per-
fection in conduct will not be found , but the per~ecting of 
conduct will be abundant evidence . Practice and growth in 
citizenship and self-direction will be guided and not deprived 
of opportunity for development . 
Administrator's Suggestions 1 for Desirable Pupil Behavior 
Many discipline problems are teacher-made. That is 
to say they are created or made worse by poor judgment, or 
bad procedures on the part of the teacher herself • To be 
1H. R. McCall, liThe Good Teacher is a Good Dieciplin-
arian,11 American School Board Journal, CXX (March, 1250), 36. 
. . 
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sure, there are exceptions , for there will be discipline 
problems ariRing even with the ablest and most competent 
teachers . Every teacher should carefully evaluate her own 
procedures in each and every case, however , so as to improve 
her techniques in every way possible , thus reducing to a 
minimum her own responsibility for the disciplinary problems 
which do arise with her pupils . 
Certainly, if an individual pupil or a group of 
pupils persist in creating disciplinary problems, the teaccer 
should strongly suspect some weakness on her own part, and 
should carefully take stock of herself before placing the 
blame el selvhere . 
• . . .Keeping children completely suppressed so that 
11pin-drop 11 order prevails at all times is one extreme; per-
mitting them to do as they please at all times is the other 
extreme . 
The child who is completely suppressed at all times 
is not being permitted to practice living as a citizen in a 
democracy . When the time comes, therefore, that he is out 
from under the teacher's thu~b it is not surprising if he 
does not know wha t to do or how to behave . He has had no 
opportunity to learn how to use freedom . He learns to do by 
doing . On the other hand, the pupil who is permitted to do 
exactly as he pleases at all times is not being taught to 
as s ume responsibility for what he does and to accept the 
207 
consequences if he goes too far. The child must be impres-
sively taught that for every right or privilege, there is a 
responsibility. If he is not willing to accept the responsi-
bility, he must soon lose tte right or privilege. Good judg-
ment and common sense will guide the competent teacher to a 
sane and sensible middle ground between these extremes. She 
knows when she has a teaching-learning situation, and this 
she keeps at all times. Neither of these two extremes re-
quires highly skilled, well-trained teachers. T~ey are need-
ed only for that "sane and sensible middle ground. 11 
. . • • A teacher cannot be an excellent teacher with-
out being a good disciplinarian. A teacher cannot be a 
rea lly good disciplinarian without at the same t~me being a 
good teacher; for if she is really a good disciplinarian, 
she is teaching children to know right from wrong, and to 
want to do those things that are right instead of those that 
are wrong. 
In other words, she is teaching them to ~now and to 
live the qualities of the good citizen in a democracy, and 
that is excellent teaching . 
More specifically she maintains the type of class-
room she desires by: 
1. Keeping pupils interested and busy doing worth-
while activities. 
2. Permitting as much freedom as pupils wilL use 
properly. 
. . 
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3 . Es t abl i shing excellent t eacher-pupil relationships . 
4 . By controlling her temper and her tongue at all 
times . The excellent t eacher does not 11 fly off 
the handle 11 and use a sharp tongue with her 
pupils . 
5 . She plays no favorites . 
6 . She does not nag or fues constantly at her pupils . 
She knows that pupils soon pay li t tle or no a t ten-
tion to what she says, and many times even take 
delight in leading her on . 
? . She does not make sarcastic remarks . She knows 
that to do so would be bad manners on her part. 
She also knows that it invites defiance . 
8 . She does not 11 bawl pupils out 11 or hold them up to 
ridicule before their classmates . 
9 . She is very careful not to make threa ts that she 
could not carry out without difficult y or embar-
rassment if the situation called for it . She 
knows that they are an invitation for trouble . 
10 . She is always courteous to her pupils . 
11 . She does not keep pupils in at recess time or af t er 
school as a form of punishment . 
12 . She does not send pupils to the principal for him 
to discipline . If a situation develops that she 
needs help on , she will send for the principal , or 
take the pupil to the principal so that together 
they may work out a solution to the problem. 
13. She gets all the facts possible before administer-
ing any punishment . By doing this , she avoids the 
danger of punishing innocent children or punishing 
only a part of those involved. 
14. She evaluates all punishment in terms of how it 
affects chjldren•s thinking . If the punishment 
does not correct the thinking, it has missed the 
mark . 
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15. All punishment, therefore, is designed to fit the 
pupil rather than the offense . The same punishment 
that would fit one pupil might be too severe for 
another, and not severe enough for still another. 
.· 
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CHAPTER XIV 
FACULTY MEETINGS 
The need for group meetings of those concerned 
with the direction of the learning program seems most 
obvious, As in all group processes, adequate thought 
and planning must precede an effective meeting. The 
device of the meeting should be used only when it is 
the best means to accomnlish some purpose , In some 
cases the administrative bulletin would be a better 
means to contact the teaching group than the general 
meetine. The following commentaries should provide 
helpful suggestions for more profitable and interest-
ing faculty meetings, 
l Purposes of Faculty .ieetings 
Teachers• meetings have t ·o purposes: (l) to assist 
ln the routine administration of the school or school system, 
and (2) to increase the professional competence of those who 
attend them. Although the first purpose cannot be neglected, 
the emphasis should be upon the second urnose. In these 
meetings the live problems in education which are of the 
greatest interest to the largest number of teachers should 
be discussed. Teachers justly dislike meetings of t~e griev-
ance, grumbling, or scolding type, the bulletin-board type, 
and the lecture-by-the-principal or -superintendent type, 
lward G. Reeder The Fundamentals of Public School 
Administration (New York: The Macmillan Company, 1937), 
pp. 105-106. 
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The live problema will not, of course, be the same in every 
school or school system, but the following list is suggestive 
of the types of problems which teachers generally are interest-
ed in discussing, and which they usually need to diseuse: the 
marking system and how to improve it; how to reduce failure 
and retardation; supervised study; how to measure teacher effi-
ciency; the use of the school library; the extracurricular 
program of the school; how to meet individual differences 
among pupils; the revision of the curriculum; educational and 
vocational guidance; how to secure greater cooperation between 
the home and the school; school discipline; improving the ethics 
of t he profession; lesson planning; economw in the recitation; 
ho me study of pup ils; character education; the merits of the 
junior high school organization; reviews of outstanding books 
on educa tional subjects; and reports of educational investi-
gations. At these meetings, also, it is helpful to have demon-
stration lessons from time to time, and their discussion by 
all the teachers. 
Tuesday, Wednesday, and Thursday are generally recog-
nized to be the best days for holding teachers' meetings. For 
obvious reasons, Monday and Friday are usually the hardest 
days in the school week for teachers and at their close finds 
teachers already tired and ready to go home; teachers' meet-
ings on these days should therefore be avoided. 
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Regarding the best hour for holding the meetings, 
there is no inviolable rule, although the general practice 
is to hold them immediately after school hours, particularly 
when the programs for the meetings are short. Another prac-
tice is to dismiss school during the last one or two periods 
of the school day and to hold the meetings wholly, or partly, 
on school time; most school officials, however, frown upon 
that practice . Still another practice is to hold the meet-
ings during the evening; this practice is particularly ad-
vantageous when part of the evening can be devoted to social 
or recreational activities. 
11J'orthwhile Faculty Meetings1 
Rarely do teachers have kind words for general, all-
faculty teachers' meetings. This does not necessarily prove 
that such meetings are without value, but it justifies a 
skeptical attitude toiard t heir value as at present conducted. 
Most of the criticisms offered by teachers relative to general 
teachers' meetings relate to frequency of meetings, time of 
meetings, the conduct of the meetings, and the content of the 
meetings . There is no doubt but that some general meetings 
of teachers are necessary or desirable. Probably most schools 
have too many general meetings. A good rule to follow would 
1Alonzo F. Myers, et al., Coooerative Supervision in 
the Public Schools (New York: Prentice-Hall, Inc., 1938), 
pp . 147-149. 
.. 
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seem to be to have a general meeting of teachers only when it 
is clearly necessary or desirable. Teacher reaction is a good 
measure, although not the only one, of necessity and desir-
ability. For many purposes, administrative bulletins are 
superior to general meetings. When a general meeting must be 
called, it should be no longer than is necessary to accomplish 
its purpose. It is a good policy to have one day o~ the week 
be recognized as the day on which meetings will be called in 
order that teachers may be free to make other engagements on 
other days. 
In nearly all types of teachers' meetings, the role of 
t he teacher is too passive. The teacher generally did not de-
eire the meeting , had nothing to do with deciding to have the 
meeting, had nothing to do with planning the meeting, and had 
nothing to do during the meeting except to sit and keep still. 
This habituation to the purely passive role has made teachers 
one of the least interesting of audiences. They almost never 
interrupt, discuss, ask questions, hiss, applaud, or say 
"Nuts." It is only a sign of intelligence when teachers re-
sent being called to a teachers' meeting only to listen to 
the principal or a supervisor read a bulletin, a copy of 
which he ha s already placed in their hands. 
Successful teachers' meetings are meetings that teach-
ers reco gnize a need for, that they have helped plan, and in 
which they have an active rather than a passive role. Many 
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curriculum meetings are of this type . Departmental meetings 
may be of this type, depending upon the person who is chair-
man of the department . Meetings for the selection of text-
books and other educational supplies and equipment will be 
successful if the judgments of teachers really are desired . 
Meetings for the purpose of professional impr ovement and 
stimulation will be welcomed by teachers if they r.tave a gen-
uine opportunity to contribute more than their presence to 
such meetings . 
Perhaps the very best type of group meeting of teachers 
is the purely voluntary meeting. The writer knows of one group 
of teachers that meets once each week with a teacher of crea-
tive dancing. They actually engage in creative-dancing acti-
vities. They receive no credit. They pay for the privilege 
of having these meetings. iihat they learn in these meetings 
is exceedingly helpful to them in their work with their pupils. 
These teachers engage in this activity on their own time and 
at their own expense because to them it is enjoyable and 
professionally worthwhile. There is an important lesson in 
this for supervisors who wonder why teachers do not have a 
"professional 11 attitude to,t~ard the conferences which they call. 
One of our difficulties is that we think all teachers should 
be interested in doing what we want them to do at the time 
we want them to do it. In modern schools, even children are 
given some voice in the selection of activities to be 
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engaged in at any given time. 
Importance of Faculty Meetingsl 
If continuous group study is to go forward, if social-
ization is to be achieved and techniques of group thinking are 
to be learned, the attendance of every member of the teaching 
staff at faculty meetings is imperative. A "special" teacher 
such as a coach should believe that his participation in 
faculty discussion is more important than one football prac-
tice or other activity. The kindergarten teacher should feel 
that meetings of the faculty are of concern to all. Organic 
unity of the educative process can never be achieved until 
athletic coaches, kindergarten teachers, school dentists, and 
all other resource peoole realize that they are potential 
contributors to the unitary objective of education. 
In faculty meetings, the group purposes that form the 
basis for all cooperative planning and action are developed. 
Faculty meetings make possible that interpenetration of think-
ing that allows the fourth-grade teacher to shed some light 
on the problems of the secondary school, and the high-school 
teacher to understand the aims and methods of the elementary 
school. There is no substitute for these experiences. All 
this assumes, of course, that the faculty meetings does indeed 
become such a medium for socialization and that genuinely 
lG. R. Koopman, A. Miel, and P. J. Misner, Democracy 
in School Administration (New York: D. Appleton-Century Com-
pany, 1943), Pp. 178-179. 
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democratic procedures are followed. 
The functional, socializing type of faculty meeting 
is apparently unknown to the principal who was heard to re-
mark, 11 I don't have many general faculty meetings. There are 
so few things that all teachers should be interested in. For 
those I can use a mimeographed sheet . I prefer to save the 
teachers' time. 11 
That principal is losing a precious opportunity, for 
the administrator has a vital part to play at every stage of 
the process of socialization of his teachers. The administra-
tor is a competent observer. He can tell \!Then the group as 
a whole is ready to attempt a new project . He can judge when 
a project has been planned in sufficient detail so that group 
pressure may be put behind its achievement. The administrator 
can measure growth in socialization on the part of his teachers 
by such signs as complete lack of strain, increased interest, 
increased motivation, and pleasurableness of reaction. 
Check-List for Imnroved Teachers' Meetings1 
The improvement of teachers' meetings is a continuous 
objective in every school system. If successful meetings 
were a commodity to be purchased on the open market of pro-
1J. W. Edgar, T. Q. Srygley, 11 Do 1 s and Don'ts on 
Teachers' l~eetings, 11 The School Executive, LXVII {September, 
1947), 5?-58. 
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fessional education, they would bring a premium price from 
school superintendents at all times. 
I 
Of course, no opportunity exists for the purchase of 
such a commodity at any price; and, consequently, the adminis-
trator who achieves success with a plan of teachers' meetings 
does so only through the application of careful planning and 
the skillful execution of his plans. 
At tim~ teachers 1 meetings fall below the desired 
goal even though they have been planned well and executed cor-
rectly. Very often success hinges on some small detail easily 
overlooked because of its apparent insignificance. .'Then meet-
ings fall below par, the superintendent, or any official re-
sponsible for evaluation, often is able to discover the reason 
by the use of a checklist of his own making. 
No one pattern exists for such a list. A very worth-
while analysis is made from a listing of things which should 
be done and those which should be avoided--the do's and don'ts. 
Practices That Are Good 
1. Make the planning of teachers' meetings the responsi-
bility of a committee representing the var~ous levels 
and sections of the faculty. 
2. Have meetings _rovide group experiences needed to 
carry forward an official program of the school. 
3. Furnish teachers attending the meeting with back-
ground materials on the subject to be discussed 
far enough in advance for each one to be in a 
position to participate intelligently in the af-
fairs of the meeting. 
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4. Have the work done at a teachers' meeting evaluated 
by a sub-group of the faculty and then made an offi-
cial part of the particular program to which it re-
lates. 
5. If the meeting is a general one, be sure the expe-
riences it provides are broad enough to relate to 
the work of every teacher who attends. 
6. If the meeting is a '1-:o r k group on an aspect of the 
school program, be sure the experiences it provides 
are specific and directly related to the problem at 
hand. 
7. If the meeting is a social one, be sure it is purely 
social and that it provides real social exoeriences. 
8. If the meeting is a professional one, be sure it is 
entirely under the auspices of the local professional 
association. 
9. If the meeting is "called," see that it informs 
teachers on vital topics about which they want in-
formation--salaries, community reactions, pupil 
needs, etc. 
10. Have the plans for meetings checked by orficials of 
the faculty in order to be sure that the materials 
are orthwhile and that they meet the local standards 
for faculty meetings. 
11. Schedule meetings far enough in advance that teachers 
may plan their own work schedules as well as their 
personal calendars. 
12. Require attendance at a regular faculty or group 
meeting at which the program relates to the welfare 
of the school system as a part of the teacher 1 s 
contractual obligation. 
13. Make attendance optional at a meeting for which the 
purpose is inspirational, social, professional, or 
relates in any way to the relfare of the individual 
teacher. 
14. Emphasize the 1m ortance of teachers' meetings by 
holding them, whenever possible, during the scheduled 
working hours. 
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15. Operate meetings on schedule--beginning and ending 
on time. 
16. Hold meetings at a location easily accessible and 
at a place where the nhysical environment is com-
fortable. 
17. Hold meetings at an hour of the day and on a day 
of the 1Neek which fit best the work schedule and 
pattern of living required of the faculty. 
Saturday, for instance, is ordinarily an important 
personal day for teachers. 
18. Be sure tt-a t teachers leave the meeting reeling 
that their intelligence has been respected, that 
they are better teachers by having participated 
in the meeting, and that they 11 belong. 11 
19. Use var 1.. ety in programs of meetings in order to 
add "punch 11 and vitality. 
20. Restrict the number of formal general meetings in 
order to permit teachers more time for work-type 
or laboratory meetings. 
Practices to Avoid 
1. Don 1 t hold a teachers 1 meeting just becau. se it 
has been scheduled, and don't refuse to cancel a 
meeting for a good reason. 
2. Don't hold a meeting on an afternoon or night 
before a holiday. 
3. Don't hold a meeting just to give a speaker an 
opportunity to talk. 
4. Don't cr.teck the roll at teachers' meetings unless 
matters of the meeting require it. 
5. Don 1 t fail to keep a record of the meeting either 
in the r orm of a summary, stenographic record, or 
official minutes; and don 1 t fail to make this re-
cord available to all teachers within a short ti rr. e 
after tl2e meetings. 
6. Don 1 t be afraid to have meetings wherein members 
of the r acul ty are fully informed on adminis trative 
matters a nd issues, and don't be afraid to seek t h e 
counsel of the f a culty on such matters and issues. 
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7. Don 1 t permit special-interest groups from out side 
the fao ulty to utilize time at teachers 1 meetings . 
1
.1orthy community project s which need tb e official 
enders e rnent and support of the faculty and the 
school should be considered first by faculty offi-
cials 8lnd then presented by these offic~als to the 
facult~. Projects which need the support and 
partic.:1. pation of teachers as individual citizens 
should be handled at meetings of the local profes-
sional organization and not at faculty meetings. 
8 . Don 1 t permit any one teacher to usurp the discus-
sion time in a meeting wi th a prolonged express ion 
of personal opinion. Such an expression, while 
affording the speaker emotional release, reacts 
negati~ely on the spirit of the meeting. 
9. Don 1 t bore teachers at a meeting vi th a repetition 
of materials which are known to all and don't give 
time at a meeting to materials which have been 
sent to the teachers previously. 
10. Don't ULse the teachers' meeting to rebuke, criti-
cize, or reprimand individual teachers. Such 
experiences are emb8rrassing to all in attendance. 
11 . Don 1 t r orget to provide the press and radio with 
an ager.Lda before the meeting. If full reportorial 
reuresentation is not at the oeeting, don 1 t forget 
to pro~ide the press and radio with fol~ow-up mate-
rial or.t the meeting . 
12. If the school system follows the policy of send-
ing members of the faculty to represent the school 
at nat.:1..onal and other important professional meet-
ings, don't neglect to have these delegates report 
their e::xperiences to the faculty at the appro-
~ riate "teachers 1 meeting . Don't forget to see 
that these reports are restricted to an analysis 
and interpretation of professional information. 
13. Don 't ermit meetings of the local professional 
unit to become an appendage of the facu~ty meet-
ing, and on the other hand, don't permit the faculty 
meeting to be overshadowed by meetings of the local 
professional group . Don 't let either get out of 
balance . 
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14. Don't neglect to orient the entire faculty at the 
first meetings of the school year with materials 
developed by faculty groups during the summer months . 
15. Where summer workshops are to be held , don't neglect 
to hold meetings during the preceding school year 
wherein the entire faculty may enter into the plan-
ning of the workshops . 
16. Don't fail to provide sufficient time in a meeting 
for a discussion of issues in order that all issues 
may be fully understood by every member of the 
faculty. 
1?. Don't fail to appoint a committee of faculty person-
nel to evaluate the year's program of teachers' 
meetings and don't neglect to have this committee 
report their findings to the faculty. 
18. Don't follow the same program pattern at each meet-
ing , but utilize the techniques best adapted to a 
successful handling of the materials at hand. 
19. Don't call meetings during peak work ner~ods of the 
faculty. 
20. Don't be reticent at any meeting in acknowledging 
the good 1,rork done by faculty members--these expres-
sions are al~rays in order. 
Particination for Effective Teachers' ~eet~ngs1 
From the first get-together the membership should un-
derstand that planning for subsequent meetings is its re-
sponsibility . It is the extremely unique group that cannot 
be vested with self-direction for maximal progress if time 
pressures can be controlled. Meeting time, place, emphases, 
direction, leadership should all be lithin the group's juris-
diction. 
1Charles R. Nelson, 11 \•That, Another Meeting?" Educa-
tional Leadersh~, VII (January, 1950), 258-259. 
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We All Play a Role 
The role of the chairman is crucial, of course, for 
effective meetings. He plans extensively with the planning 
committee inasmuch as a great de al of preplanning is neces-
s ary. Starting the discussion on time, 11 setting the stage, 11 
sus taining a fertile a tmosnhere, maintaining balance of dis-
cu s sio n, providing variety and techniques, keeping the group 
moving, pushing to\l;ard solutions, providing for summarizations, 
sugg es ting follow-u9 activities, projecting purposes to sub-
se a uent meetings, pressing for face-to-face commitments, and 
closing on time are some of t he resoonsibilites of t he chair-
man. Keeping on a schedule demands dogged determination, but 
it is done with a minimum of overt effort so that efficiency 
and good morale prevail. He builds on the constructive, not 
neces sarily a greeable, comments. The chairman enjoys the 
discussion! 
The individual participant accepts the responsibility 
of acquainting himself with purposes of the meeting, with 
probable topics involved, and the starting hour. For con-
structive participa tion he stresses issues involved instead 
of oersonalities; disciplines himself to contribute verbally 
to a re sonable extent; assumes t he center of interest when 
apn ropriate; listens critically and provides questions, ans-
wers , and suggestions which are r elevant; and assists the 
chairman in achieving progress tow·ard defined purpos es, and 
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in maintaining the fertile atmosphere . 
The resource person assumes the obligation of ac-
quainting himself with the nature of the group, the purposes 
of the meeting, and the manner in which the group 1:.rant s him 
to function. He prepares .his contributions in terms or these 
facts. Stimulating the group process in a.ddi tion to bringing 
information to bear on the topic at hand are his responsibility . 
Sustaining verbal participation through adroit questioning, 
recognizing members in various ways, and continuously easing 
group tensions are of equal importance to the delivery of his 
remarks. Adherence to his allotted t!me is usually essential 
for the most effective reception of his treatment of the topic . 
A magnificent contribution can be weakened substantially when 
accompanied by extended timekilling near the time of adjourn-
ment. 
The recorder usually keeps a running account of the 
important point s discussed during the meetings. Often the 
group's secretary has this responsibility. If a group is 
interested in action, this participant is exceedingly import-
ant, for the recording of solutions or agreement on the subse-
quent steps must be retained and made available in the minutes 
for continuity. 
The observer is a participant whose role is vital 
for appraising many groups. He acts, in a sense, as a wel-
come intruder who watches the proceedings of the meeting 
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through a windo~J and cannot resist stepping into the circle 
nea r the close of discussion to make observations concerning 
the interaction of the various participants and ideas. Not 
all groups find a need for this participant . Some groups use 
the observer frequently, but not regularly. As a group matures 
in its readiness for analyses of its social interaction, the 
observer serves to give strong impetus to its progress. 
We Evaluate Our Gro't';rth 
Frequent evaluation is in order. Did the meeting ans-
wer the purposes as set out in the beginning? Does the group 
see the next s tepa ahead? Did enough members participate to 
reveal a cross section of opinion? as something accomplished, 
even in the broad sense? 
The cha:irman doesn't have to start this analysis. Any 
participant can. He can interest the group in evaluating its 
progress . Poss:ibly one member can take two to five minutes 
at the close or the meeting to share with the group the overt 
signs of progress, immobility, or even regress. Once in a 
while the group should receive a short evaluation sheet, check 
list type, so ti1at a group reaction can be obtained. ~nis is 
often asked of e a ch participant as he rises from the table to 
lea ve. It is prudent to place only enough emphasis on the 
method of the meeting so that it serves to an optimum extent 
to make the con tent a s fruitful as possible. Occasionally 
groups extend to make the content as fruitful as possible. 
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Occasionally groups become so enthusiastic about the process 
of interaction that content is relegated to a secondary posi-
tion. 
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CHAPTER XV 
THE PRINCIPAL AND SUPERVISION 
Among the responsibilities of the school principal, 
the supervision of instruction is of top importance. 
In supervision there is the basic function of improv-
ing the learning conditions of the pupils . Since ad-
ministration in general has, as a strong purpose , the 
improvement of instruction, the rincipal must act as 
supervisor and coordinator of supervision in his role 
as educational leader. In systems employing general 
and special supervisors in addition to administrators, 
the principal is called upon for administrative direc-
tion of the program. However it may be, the present-
day principal needs an ever-expanding understanding of 
the role of supervision in today 1 s schools. 
Basic Purposes of Supervisionl 
The fundamental test of the efficacy of supervision 
is whether it exercises leadership and whether there develops 
from such leadership a better type of education for the 
pupils. Unless supervision contributes to securing for the 
pupils a better type of education it is a parasite and a 
debauchery of public funds. A searching analysis of the 
fundamental purposes of supervision is contai~ed in a report 
of a committee of supervisors and principals of the schools 
of Washington, D. c.--a committee which was appointed by the 
l vard G. Reeder The Fundamentals of Public School 
Administration (New York: The Macmillan Company, 1937), 
pp. 100-102. 
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superintendent of schools to study the question; in its report 
to the superintendent the committee says that the following 
should be the purposes of supervision: 
1 . 
2. 
3. 
4. 
5. 
6. 
7. 
8. 
9. 
10. 
To stimulate teachers and pupils to\trard right think-
ing and energetic action. To make each individual 
teacher and pupil feel that he must express his own 
personality and reaction to any given problem or 
situation rather than the reaction of the supervisor. 
To develop in supervisor and teacher a knowledge of 
educational skill, breadth of view, and sympathy in 
supervision. 
To evaluate the work of the teacher and to imnrove 
teaching by constructi 're and sympathetic cri tlcism 
and suggestion. 
To lead to an understanding of proper professional 
and ethical standards. 
To coordina te and correlate the work of different 
departments and different teachers. To eliminate 
waste effort and unnecessary duplic at~on. To 
secure a maximum of cooperation, good feeling, and 
public soirit in the teaching corps and the student 
body. To enlistmachers and supervisors in coopera-
tive effort. 
To evolve a curriculum which will permit the maxi-
mum of attainment with a minimum expenditure of 
time and effort. To secure a proper sense of 
educational values on the part of the teacher. 
To aim for a maximum of educational results from 
money expended for public education. 
To standardize the best physical and material condi-
tions for the welfare of the pupil. 
To use discrimination in assignment or teachers to 
t a sks for which they are best suited. 
To test and judge pupils as to their educational, 
physical, moral, and social condition and progress. 
11. 
12. 
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To adant teaching to individual differences in 
pupils . 
To emohasize the fact that education should be in 
part the outgrowth of sociological conditions. 
Teachers testify that the aforementioned purposes are 
not always kept in mind and realized by the supervisors under 
whom they have worked. They complain in loud chorus that a 
large part of the so-called supervision is insoection only; 
they often dub it 11 snoopervision. 11 They further complain that 
too much supervision is based upon opinion, that it is ex-
pressed in dictates from above, and that it is destructive 
and discouraging rather than constructive and encouraging. 
Too many supervisors are too cock-sure; they permit themselves 
to believe that they are endowed with Solomon's wisdom and an 
emperor's infallibility. Often the supervisor gives evidence 
of needing a supervisor as much as the teacher needs one. 
In what s irit should the supervisor go about his work? 
Always he should keep an open minQ; his methods should be im-
personal and free from bias . He should realize that there are 
very few things in educationroout which he can be sure, and 
nothing about which he can be dogmatic; at present, there are 
many things in educa.tion about which one person 1 s opinion is 
as good as another's; it has already been remarked that a 
science of education is only in its beginning. He should go 
about his work in a spirit of inquiry and humil~ty; 11 Blessed 
are the meek ••• " the Scriptures would tell him . His methods 
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should seldom, ~f ever, be the methods. He should make the 
teacher feel that he is his friend and that he is there to 
help him, if possible. 
1 Development of Supervision 
Formerly, supervision began with visits to classrooms 
where friendly inspection was made of the teacher 1 s activities. 
This, supp lemented by teachers 1 meetings, was the main field 
of activity for the supervisor. Gradually part of this emphasis 
shifted to preparing rna terials for teachers, and supervision 
came to include syllabus-making and nreparation of written 
directions for teachers. Hol-:ever justifiable this practice 
may have been at its best, it fell into disrepute and has given 
place to a type of supervision in which the supervisor spends 
much less time ~n classrooms and more in conferences, group 
study, directing tryouts on ne\v curriculum materials, helping 
to plan ~ ork, helping to diagnose and interpret teaching dif-
f i cul ties for individual a and groups, helping to interlock 
teaching with t eating, counseling, the social activities pro-
gram, and i th home life. These conferences cover a wide 
field: how to deal with certain speech defects that are caus-
ing personality disturbances, how to evaluate the results of 
efforts on a program of social training, how to deal ·with 
1Jesse B. Sears Public School Adninistration (New 
York: The Ronald Press' Company , 1947), pp. 286-288, 
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perplexing cases of discipline, how to deal with home diffi-
culties that are defeating the teacher's work; or, not infre-
quently, a teacher needs help of a more personal sort having 
to do with his o~m preparation, health, personality , or future 
chances in the nrofession . Thus , supervision may work at 
difficulties that center in the children or in the conditions 
under which they live, in the curriculum or things that go 
with the curriculum, in the library and teaching equipment, 
in the physical surroundings that condition the work , in com-
munity relationships 'dth the school, in the teacher's lack 
of knowledge and skill, or in the teacher in a personal sense. 
This growth to a more inclusive type of service has 
met \ith difficulties not yet fully mastered in many places . 
Back of this concept of su erv1s1on is a basic theory or the 
educa tive process and of the school. The older supervision 
tried to improve the teacher, and, especially, the materials 
of the curriculum. The textbook subject matter was the basic, 
unalterable foundation of learning. All pupils alike must 
master it. The present view makes subject matter more elastic . 
That is, re have specified objectives or goals toward 1-1hich 
"'fre work in teaching , but we do not lead all children over the 
same path of knowledge to the ends sought. Today the important 
center is the child as an individual and not alone as a member 
in the social and physical world in which he is to live. The 
goal is to develop the child physically, mentally, aesthetically, 
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socially, and occupationally so that as a particular individual 
he will attain all that is possible for him to attain in the 
way of canacity to live effectively in his social and physi-
cal world. This shift of emphasis from subject matter to 
the child in a social and physical world does not do away with 
subject matter but it makes subject matter a means, not an end. 
Function of the Administrator-SupervLsor1 
If the activities of school administrators and super-
visors can be fairly evaluated only in terms of function or 
purpose, it is proper that the prospective teacher recognize 
in general and in some detail what it is that the administra-
tor-supervisor or the special supervisor is supposed to accomp-
lish. An answer to such a query is not difficult to give in 
general terms. It is the business of the supervisor to work 
with the teacher on those projects which will most immediately 
and directly imorove learning conditions for the children. 
As previously implied, the one to be benefited by supervision, 
or by all school procedures for that matter, io in the last 
analysis the child. Any nroperly trained teacher would, if 
left to his own resources, produce certain desirable changes 
in the children instructed. The degree to which these desir-
lLeo 1. Chamberlain and Leslie 1'1. Kind.red, The 
Teacher and School Organization (New York: Prentice-Hall, 
Inc., 1949), pp. 301-302. 
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able gains are increased by the cooperation of the teacher 
with a supervisor is the real measure of the effectiveness 
of the work of the latter. The purposes of education are 
certain knowledges, habits, attitudes, ideals, and appre-
cia tions on the part of the child. Those things that will 
directly facilitate the accomplishment of desirable ends of 
these kinds are legitimate activities of the supervisor. 
Obviously, when such an interpretation is employed, super-
vision is not limited to a few stereotyped procedures. It 
may include teachers' meetings of a certain type, classroom 
visitations, and personal conferences. All of these acti-
vities are important, but they are lioited aspects of a 
total program designed to further the growth and development 
of t he teacher, and through such a process to fulfill the 
functions of supervision. Among other functions that the 
supervisor may have in mind are (1) getting teachers to de-
fine and use the purposes of education as dynamic forces in 
their work with pupils, (2) helping teachers to evaluate the 
effectiveness of instruction, (3) developing in teachers a 
growing recognition of the factors that affect learning, and 
(4) working with them cooperatively to eliminate weaknesses 
in the teacher-learner situation. 
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Some Recommended Practices in Sunervision1 
Supervision is sometimes neglected because those re-
sponsible for this service have never formulated a series of 
supervisory policies and practices. The alibi that an ad-
ministrator has too many other duties, and that it takes too 
much time to carry out a supervisory program is also occasion-
ally offered as an excuse for the neglect of supervision. It 
is instructive to consider the question, 11 What are some of 
the policies and practices in supervision that produce desir-
able results and that do not require a large amount of time?" 
The authors believe that the following supervisory practices 
and policies can be defended as effective and also as econom-
leal of time: 
1. At the beginning of the school year, present to the 
teachers materials on objectives of education, as 
teachers need to be constantly reminded of the major 
goals of school instruction. 
2. Request teachers at the end of the first two weeks 
of each semester to submit a general outline of each 
of their courses in order that they may be encouraged 
to plan their work in advance. Each outline need not 
exceed t o pages in length. 
3. Place copies of self-improvement cards in the hands 
of the teachers with directions to check their own 
practice. 
4. Have a committee develop a plan for united emphasis 
by teachers on the training of pupils in effective 
habits of study. 
1J. B. Edmonson , J. Roemer, and F. L. Bacon, The 
Administration of the Modern Secondar School (New York: The 
Macmillan Company, 1948 , pp. 418-420. 
5. 
6. 
7. 
B. 
9. 
10. 
11. 
12. 
13. 
14. 
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Develop through conferences, or a committee, certain 
common understandings relative to the school's 
philosophy of discipline. 
Secure agreements among teachers as to desirable 
instructional procedures in reading and other 
school subjects. A Committee may study the problem 
and submit a report for consideration by the other 
teachers. 
Use committees to define common problems on which 
teachers from various levels and grades may work 
cooperatively, such as problems in the field of 
health, citizenship, reading, and oublic relations. 
Provide for visiting other grades, in order that a 
teacher may become acquainted with the \<rork e.bove 
and below his regular assignment. 
Invite some outstanding teacher in a higher institu-
tion, or in a neighboring school, to meet with one 
or more of the different departments or grades for 
a discussion of teaching methods, content of courses, 
and related matters. 
Arrange for each teacher to spend, at least once a 
year, a full day in visiting the classes of a teacher 
in some neighboring school. Such a visit should be 
carefully olanned. 
Encourage teachers to make use of the more reliable 
and valid standardized tests as teaching aids, and 
as measures of effectiveness of instruction. 
Purchase samples of various kinds of timesaving 
materials and other teaching devices, and circulate 
these among teachers of different subjects. 
Encourage the more resourceful teachers in each 
major division to make trials of new materials or 
new teaching orocedures. 
Encourage teachers to build a professional library 
according to a plan to be developed by the teachers. 
Use a committee to devise the plan, to select the 
books, and to promote the use of the library. 
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15. Organize the teachers of English and the languages 
into a group under the chairmanship of a teacher of 
their own choice, and do the same with teachers of 
other subjects that are related. Plan with the 
chairmen of these groups for occasional meetings , 
at which content of courses, new materials, methods, 
measuring of results, reports on visits to other 
schools, and notable magazine articles would be 
discussed. 
16. Circulate copies of newer textbooks among teachers, 
and urge them to make comparisons with the textbooks 
they are using . 
17. Cause teachers to feel that full credit and praise 
will be enthusiastically given for exceptional work 
in any field. 
18. Cultivate an active interest on the part of teachers 
in the work of professional organizations, encourag-
ing attendance and oarticipation, as well as the 
reading of the professional publications. Have a 
standing commi ttee on professional relationships. 
19. Strive to give the school system a personality by 
selecting some element or issue that most teachers 
and pupils auld desire to ·emphasize in the social 
or intellectual life of the school . Have an issue 
each year, or for a series of years, that would be 
a challenge to teachers, such as "citizenship, 11 
"guidancer 11 "individualization," 11health, 11 11 charac-
ter, 11 or 1study habits. 11 
20. Devote at least five hours a week to visiting 
classes in order to get general impressions of the 
spirit of the classes, secure illustrations of good 
and doubtful practices in classroom procedure, dis-
cover superior teaching, and discover hich teachers 
need special help. 
The point of vie\'r that supervision should be demo-
cra tic rather than autocratic is accepted by the authors. 
Most of the foregoing proposals are therefore based on the 
assumntion tha t it is desirable to provide opportunities for 
teachers to work cooperatively on their own problems of 1m-
244 
provement. A supervisor should keep constantly in mind that 
it is not only important to know '!trhat is good practice, but 
necessary to consider carefully the plan for winning accept-
ance by teachers. Acceptance should be sought through demon-
strations, conferences, and cooperative studies by committees 
of teachers. 
Self-Auuraisal Form for the 
School Administrator as Supervisor1 
1. Am I qualified to carry out my duties in supervision in 
regard to: 
a. Health? _________________________________________ ___ 
b. Ability? ______________________ _ 
c. Decisiveness? ______________________________________ __ 
d. Reliebility? _____________________ __ 
2. Do I observe the principles of good human relations in deal-
ing with my teachers? 
a. Let each person know where he stands~---------------
b. Provide each staff member an opportunity to work to the 
limit of his ability. _______________ _ 
c. Give credit where credit is due. 
d. Let each staff member know in advance about changes 
which will affect him. 
3. Is my supervision democratic in that: 
a . I believe all people can be improved through learn-
ing? 
lJames H. Fox, Charles E. Bish, and Ralph W. Ruffner, 
School Administration Principles and Procedures (New York: 
Prentice-Hall, Inc., 1947), pp. 66-67. 
b, 
c, 
d. 
e. 
4. Is 
a. 
b. 
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I am concerned about each individual teachers 
needs? _____________________________________________ __ 
I allow for the give and take of ideas by all members 
of the staff? 
------------------------------------------
I recognize and promote the "team" concent? 
-----
I recognize that there is much I can learn from my 
teachers, both as individuals and as a group? 
-------
my supervision cooperative in t~at: 
Teachers have a part in planning and carrying out the 
supervisory program? ____________________________ ___ 
Teachers \'rork together as a team? 
---------------------
5. Is my supervision creative in that: 
a . I stimulate creativeness in teachers? 
---------------
b. I provide opportunities for creative expression by 
teachers? 
----------------------------------------------
6. Am I aware of the limitations of objective measurements 
of teaching and learning? __________________ _ 
?. Am I aware of the limitations as a supervisory technique? 
8. Is the supervisory program carefully planned? 
a , Do teachers have a part in the planning? ______ _ 
b, Is adequate time afforded teachers to participate in the program? _____________________________ __ 
c. Have I allotted adequate time of my own to carry out 
my supervisory duties? ____________________________ __ 
9. Have I done my Part in creating an environment conducive 
to teacher growth? 
a, Do teach ers have nersonal confidence in me? _______ __ 
b, Do I have the professional respect of my teachers? ___ 
c. Are abundant stimuli nrovided for teacher growth? ____ 
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d. Do I reduce the harassments and annoyances to teachers 
as much as possible? ________________________________ _ 
e. Are promotions based on performance and ability? ____ _ 
f. Do I give repeated, honest recognition of worth to 
the efforts of my teachers? ________________________ __ 
g. Do I provide opportunities for teachers to engage in 
needed recreation? 
-----------------------------------
10. Do I know my teachers individually as well as possible? 
a . Do I know something of the scale or values held by 
each teacher? ______________________________________ _ 
b. Do I aid teachers in achieving a feeling of worth? ___ 
c. Do I recognize the importance of 11 face 11 and observe 
its principles as much as possible in supervision? ___ 
ll. Do I give specific initial help to individual teachers in 
undertaking projects that lead to personal growth? 
a. Has every teacher begun such a project? ____________ __ 
b. Have I given aid in selecting and carrying out these projects? ________________________________________ ___ 
12. Are t he activities or techniques used in the supervisory 
program varied , and are they suitable to the school situ-
ation? 
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CHAPTER XVI 
SUPERVISED AND PREPARATORY STUDY 
Serious questions about the study patterns of 
school have been raised often through the past years. 
Most schools of the secondary level still retain the 
study hall whether or not they have a program of 
supervised classroom study. The school staff should 
recognize the need for practices that are consistent 
with the planned educational program. A proper study 
environment should promote and give training to 
students in this necessary learning of self-directed 
study. 
Study and the Learning Process1 
Not many years ago the chief responsibilities of the 
te acher ere t h e keeping of order, t h e assigning and hearing 
of lessons, and the punishing of pupi ls who broke the rules 
of conduct or who failed to memorize or otherwise prepare 
their assignments. Since it was generally held that all pupils 
could study effectively without direction or supervision if 
they wished to do so, little or no attention was devoted to 
me thods of study. This practice resulted in the production 
of a large number of academic casualties and the elimination 
of many pupi ls from school. Somewhat l ate r, considerable at-
tention was given to t he length and the division of the class 
lc. R. Ma~~ell and L. R. Kilzer, High School Adminis-
tration (Garden City, New York: Doubleday, Doran and Company, 
Inc., 1936), pp . 344-345. 
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period in order that time might be provided for the super-
vision of study in the classroom; but until recently, very 
little was done to develop effective habits of study in 
pupils. Today it is held that the teacher must be an active 
stimulator and sunervisor of pupils' learning activities 
rather than a passive hearer of lessons, and parents are no 
longer expected to teach at home the lessons which the teach-
ers will hear the pupils say in school the following day . 
Emphasis has shifted from the hearing of lessons by teacr.ters 
to the preparation of lessons by pupils under efficient 
supervision in the classrooms, and from the mere accumula-
tion of knowledge to training and practice in finding, re-
taining, and applying useful information . Study is, there-
fore, more important than recitation, and in our most pro-
gressive schools a larger nercentage of the class period is 
being devoted to study than to recitation . 
One of the means by which the modern high school can 
meet its responsibility for giving pupils adequate training 
in effective habits of study is su ervised study. Both the 
dynamics (the actual processes involved in teaching and in 
learning) and the mechanics of supervised study are high~y 
important, but in a treatment of high-school administration 
the discussion must concern itself primarily with the 
latter aspect . 
254 
Development of Sunervised Stud~1 
Teaching in secondary schools in this country is under-
going a steady departure from the traditional method of daily 
assignment and recitation characteristic of teaching a quarter 
of a century ago . These changes, which are well along in 
their development , grew largely out of the recognition (l) of 
the need for attention to the variation in capacities to learn 
existing among pupils in the same class, and the increasing 
degrees of such differences resulting from the tendency for 
larger percent ages of boys and girls to go on to high school; 
(2) of the futility of home study, increasing with the increas-
ing high-school enrollments and with the increasing opportun-
ities for enjoyment of the evening in ways other than study; 
and (3) of the importance for training pupils in initiative 
and skill in methods of study and thinking. For a quarter of 
a century secondary-school teachers in a steadily increasing 
number have been employing some form of supervised study. 
Many of the more recent developments in teaching 
theory and practice have originated as special types or modifi-
cations of earlier attempts to provide adequate guidance and 
training in study through supervision of pupils' study. 
Earlier plans for au ervised study commonly involved a double 
period or a lengthered eriod, divided into anproximately 
equal divisions, the first of which was given over to rec~ta-
lH. R. Douglass Organization and Administration of 
Secondary Schools (Bost~n: Ginn and Comnany, 1932), pp. 329-330. 
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tion and the second to assignment and recitation. In a great 
many schools this plan has not proved as desirable as had 
been anticipated. Instructors seemed unwilling or unable to 
confine recitation to the first half of the period, and this 
resulted in the use of the lengthened period for more recita-
tion at the expense of the time formerly available to the 
pupil for study. To train pupils to use the "su!)ervised 
study" time in the study of the appropriate subject proved a 
perpetual and discouraging struggle. Teachers seemed not to 
know or to learn rapidly how to train pupils in effective 
methods of study during the available period, and it was 
difficult to adapt daily assignments to varying amount or 
time left for study during the class per~od. 
Administration of the Study Hall1 
T"\'lO problems, one individual and one group, present 
difficulties in study-hall administration: (1) the pupil who 
cannot concentrate in a large group; ( 2) the pup 11, or pupils 
who wish to engage in small group study. There are pupils 
who are so constituted mentally that their attention is easily 
distracted. Hence, although they may try to apply themselves 
faithfully, they cannot keep their mind on their work. Even 
in an orderly study hall the necessary and desirable busy 
noises disturb them and make concentration impossible. Such 
lHannah Logassa, The Study Hall (New York: The Mac-
millan Company, 1938), pp. 55-56. 
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pupils need to be trained to work in large groups. They are 
not living in a vacuum, and the emergencies of adult life 
may make working in a large group necessary. However , if 
after an honest but unsuccessful attempt to correct this 
study difficulty has been made by the pupil, he should be al-
lowed, if feasible, to go home for study. If conditions 
there are not right, he should be scheduled to an empty class-
room or office to work by himself. Very few, in any, of such 
special adjustments are desirable, for reasons that are ob-
vious. All plans for study halls in new buildings should 
make provis ion for such special individual study by providing 
a series of small rooms with glass partitions opening out 
from the study hall, so that there may be adequate supervision. 
There are relatively few pupils who cannot concentrate 
in large groups , but there are many pupils who wish to study 
together. Providing facilities for small group study must be 
undertaken by all schools. Progressive methods of teaching 
require group creative effort. This is difrerent from the 
type in which one pupil in the group does a~l the work while 
all the other pupils copy the work and hand it in as their 
own. The new group study has a different basis; it is the 
result of teacher stimulation to which each pupil responds 
in his own way, and which results in a group project. This 
requires pupil planning , organization, division of activity, 
and discussion, until the group undertaking has reached its 
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final stage of completion. Obviously group activity of this 
kind could best be carried on under the supervision of the 
classroom teacher. However, this usually is impractical be-
cause the classroom teacher does not have time for it. More-
over, there are greater educational values to be gained if 
the pupils take responsibility for their own seLf-direction 
with a minimum of teacher help and supervision. 
The study-hall situation is designed for silent study, 
therefore group study is not practical in the room. Because 
group study requires conferences and discussion, the act1...vity 
involved ,,rould disturb other pupils engaged in ail ent study. 
Some provision should be made for small groups \vorking to-
gether, either in classrooms under the oversight o :f teachers 
or by providing small conference rooms \'\~ th glass :partitions 
connected with and a part of the study hall. 
~ Study-Hall Procedure 
In schools in which different teachers handle study 
halls , it is wise to have as much uniformity as possible in 
tbe rulings with regard to study-hall procedure. Otherwj_se 
there is sure to be comparison and criticism when one 
teacher allows 't-rhat another forbids. A set of rules drawn 
up by a group of such teachers is shown below. 
1M. E. Mo rgan and C. E. Cline, Systematizing the iJork 
of' School Principals (New York: Professional and Technical 
Press, 1930), pp. 165-166. 
258 
Study-Hall Rules 
Pupils may not go to lockers or home rooms for books 
or supplies during a study period. 
They may leave only in case of emergency, and then--
only two pupils may leave and be out of' the study hall at one 
time. 
No pupil may remain out ot' a study hall more than five 
minu.tes. 
No pupil may leave the study hall until the attendance 
has been checked. 
No pupil may leave the study hall after ten minutes 
before the end of the period. 
A study hall is a place for study, for the preparation 
of work for the classroom. It is not a place for the reading 
of ne,'ITspapers or books not related to some phase of school 
work... 
Pupils may not sit together to study. 
No paper is to be given out by the study-hall teachers. 
Pupi. ls are expected to secure "Oaper from the teacher who 
assigns work. 
No pens or pencils will be furnished by study-hall 
tea cbers. 
Pupils will be exoected to stu.dy until the bell rings 
for dismissal. 
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Pupils must be in their seats when the second bell 
rings or they are tardy. 
It would, of course, be impossible to devise one set 
of study-hall rules to fit every system . Some of the above 
probably need revision . The urincipal test has been passed, 
however, in that they have worked for the teachers who have 
used them. One of the most difficult du.. ties in any school 
is the supervision of the study hall. The practice of assign-
ing study halls to those teachers who are left over after 
each department program is completed is unwise. If the best 
supervisors are chosen for this position, the e:f:fect on the 
morale of the entire school "t-lill justify any loss to a 
particular department. Here is an opportunity for some of 
you.r best teachers to help puoils learn ho\v to study . Dur-
ing this study-hall ueriod, the teacher can find more im-
port ant work to do than correcting papers . 
Homew·ork in the School Pro gram1 
Must school children have homework to do? This ques-
tio n is frequently asked by parents. Some are offering the 
question as a complaint against what they term progressive 
education v.ri thout home1-rork and others are compla:1.ning about 
too much home'\'.rork . 
lR. H. Ostrander, "Homework in the Modern Manner, 11 
§.chool Executive, LXVIII (October, 1948), 48-49. 
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Education, in the minds of many, as far as elementary 
and secondary school children are concerned, has come to mean 
child growth and development under guidance. The growth em-
braces physical, social, emotional, mental, and spiritual 
development. For each child the ideal is for the maximum 
growth commensurate with native ability and readiness. The 
guidance is supplied by the home, the school, the church, 
and all other agencies of the community that have the responsi-
bility, ability, and resources for assisting children in their 
growth. 
A program of education based on this conception of 
its goals certainly will have homework. How could it pos-
sibly be otherwise? Does the child stop thinking when he 
leaves the classroom? Th e fullest development of a child's 
potentialities dep ends upon close cooperation between uarents 
and teach ers. They should have identical goals and understand 
each other's methods and plans for attaining them. When co-
operation between the home and the school anproaches the 
ideal, parents lvill no longer ask the homework question. 
They tvill ace ep t homet-rork under its ne't.Y meaning; those expe-
riences in the lives of children which occur outside the 
schoolroom which tend to foster desirable physical, social, 
emotional, spiritual, and mental growth. Such experiences, 
under the guidance of parents, supplement and extend the 
school experiences. 
.• 
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Does this mean homework in the elementary school? 
Yes, bQt in keeping with the definition. Bob, a third-grade 
child, may volunteer to join some classmates in establishing 
an insect collection. He will bring a beautiful luna moth 
to school and begin real research, on his own level of 
development of course. Martha, a fifth-grader, might be pre-
paring a report for her class on Florida, which she visited 
last winter . She might use the brochures and road maps her 
parents secured while preparing for the trip. She might use 
books from the school and the public libraries. She would 
gain experience in planning, preparing, and presenting her 
report. The opportunity of being an accepted, desired part 
of her class helps Martha to gain poise and emotional sta-
bility. There is also the inner satisfaction of recognition 
by her classmates of a job well done. Such a homework assign-
ment plays a meaningful part in Martha's growth. 
Jack, a high school senior, in a modern program of 
education may wish to do certain independent work as his part 
in ureparation for a class discussion on Universal Military 
Training . Perhaps he will talk to the commander of the local 
post of the American Legion and other leading citizens in 
order to get their views. He will listen to appropriate pro-
grams on the radio. Naturally, he will utilize the resources 
of the school and public libraries. Current magazines will 
interest him. The discussion at the dinner table may suggest 
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possible approaches to the project . He may look into the his-
tory of nations that have tried conscription nlans. 
Homework may be the pursuit of individual interests 
through reading, listening to the radio, attending movies, 
even engaging in conversation. It may be development of appre-
ciations or skills in music, fine arts, or the practical arts. 
It may include leather work and baking cookies, tennis and 
social dancing . There is no limit to the range of interesting 
experiences young people may engage in, each of which can make 
a wholesome contribution to their development. The homework 
assignments will be made by the students themselves with the 
guidance of their teachers and parents. By no means should 
all the assignments grow out of classroo~ experiences. Horne-
work should supnlement the -vmrk accomplished. in school. 
Dare anyone suggest that homework a.s herein defined 
need be boring to young people? Is such homei>Jork an encroach-
ment upon a student's time? Is it not in keeping with the 
individual's growth through experiences that are lifelike and 
certainly V!ithin his comprehension since the pupil himself 
makes the choice? 
Do those who fear that modern education "iill not pre-
pare students for college have a better suggestion for train-
ing for research work and study than the coouerative guidance 
of teachers and parents in experiences that are real in terms 
of the mental social emotional, and physical development of J , 
children? 
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There are those in the teaching profession who will 
say that the plan for homework here presented is too idealistic 
and impracticable. In a stilted Victorian program of education 
this may have been true. In a truly modern program , quite the 
contrary. On the senior high school level, perhaps , the 
physics teacher, the French teacher, and the mathematics 
teacher may have to do some careful planning and evaluating 
with their students. 
An assignment for home preparation of pages 82-87 in 
the textbook may not contribute as much to the total desirable 
growth of a teen-ager as many would like to believe. But 
those phases of each subject field which can be learned in 
lifelike situations, whether taught as a core program or in 
separate subject-matter compartments, offer alert teachers 
untold opportunities for guiding students into challenging 
experiences. Such experiences will be so interesting to them 
that homework of a type that is meaningful to the learners 
will then be inspired by interest, not assignment . 
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CHAPTER XVI I 
ADMINISTERING THE HEALTH PROGRAM 
That the school should share a responsibility for 
the continuing optimum health of the school population, 
seems to be unquestioned. The administration must 
cooperate, coordinate, organize, and see executed the 
various parts of the health program . In this as in 
other areas the role of the school is continually ex-
panding . The provision for this aspect of the edu-
cational program may be aided by the following re-
:r erenc es . 
Guiding Principles of the Health Program1 
The school has set for its objective the education of 
t he whole child. The health, mental and physical, of the 
child is the single most important factor in that development . 
The most crucial point of a health program is that it shall 
be an integral part of the total curriculum. More than any 
other 11 subj ect 11 it should enter into the planning of every 
moment and every phase of the school living . The various 
phases of the health program must be unified and mutually 
contributory . The health instruction must make the health 
service more educative and factors from the latter should 
make a basis for further teaching. This is true also with 
lJ . M. Lee and D. M. Lee, The Child and His Curriculum 
(New York: D. Appleton-Century Company, Inc., 1940), pp. 491-
492 . 
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physical education . Acknowledgment and appreciation of the 
physical conditions of the school building such as sanitation , 
heating , lighting, and ventilating, will enrich the pupil's 
background and develop attitudes and habits which will assist 
in the maintenance of good conditions . 
Health is among the newest subjects to be added to 
the school offerings, and very few systems have as yet a 
comprehensive plan . Consequently, much time and planning 
are needed to develop the program. There are certain basic 
principles on which the school may formulate its program. 
1 . It must be an integral part of the regular cur-
riculum program. 
2 . It should be built on the philosophy that health 
is a way of living mentally, emotionally, socially, 
and ohysically. It must grow out of and be a part 
of all child experiences in school, home, and 
community . 
3 . Health information , habits , and attitudes to be 
effective must be acquired from purposeful func-
tioning situations . 
4. The objective should not be just good health but 
the most vital and best health possible for each 
child . 
5 . Health and physical education should be conceived, 
planned, and executed as one program, reme~bering 
the significance of adequate health and physical 
service, health and physical instruction, and pro-
vision of conditions necessary for health and 
growth . 
6. Health is that condition in which the mind, body, 
and spirit are working efficiently toward the 
realization of the fullest possible life . 
7. Health education is the sum of all experiences 
within the school and in life outside which affect 
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meanings, attitudes, and habits relating to indi-
vidual and community health. 
8 . Every activity in the school curriculum has its 
health implica tiona. Each should be so directed 
that these implications are clearly understood 
and utilized both by teachers and nupils . 
9 . Since conduct is the desired end; knowledge and 
meanings are the means to an end. These should, 
therefore, not be taught in isolation from the 
experiences out of which they arise and in which 
they are to be applied. 
~o. The teacher and the child should think of health 
as a matter of conduct, not as content of instruc-
tion. 
~1. Special health periods devoted to direct health 
teachings should arise out of special needs or 
be the outcome of some school activity. These 
periods should always result in the app~ication 
of learnings obtained in other relationships . 
L2. The environment for health education is broader 
than the curriculum of the school . It extends to 
buildings, equipment, administration, and the 
entire life of the child, since they make possib~e 
the situations for desirable practices. 
l3. Evaluation of the health program and of :pupil pro-
gress should be in terms of improved physical, 
mental, moral , end social behavior, and the oppor-
tunities provided for healthful practices. 
l4 . The entire school personnel has a decided respon-
sibility for, and must cooperate in, taking advan-
tage of the many possibilities favorably affecting 
the health behavior of school children. 
Administrative Essentials of the Health P~ogram1 
Regardless of where the administration of' the school 
health program may be placed, the administrator 'Will be faced 
With certain essentials in conducting his depart rnent: 
11. B. Chenolveth and T. K. Selkirk, School Health Frob-
~ (New York: F. s. Crofts and Comuany, 1937~, pu. 348-~49. 
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l . There are legal -provisions and requirements concern-
ing school hea.l th which must be respected . 
2 . The distribution of the budget ~Iill be of prime 
imnortance . 
3 . Organization may be centralized, decentralized , 
or functiona.l . 
4. The personnel with its training, experience, and 
adaptability to the work at hand. will require con-
stant consideration . 
5 . Provisions must be made for sanitation of the school 
plant and grounds . 
6 . Health services must be provided . The place of' the 
physician, dentist, and public health nurse in the 
school health program will have to be determined . 
7. Health instruction, curriculum constructio~ and 
correlation of health with other subjects will need 
thoughtful planning . 
8 . The relation of physical education to health educa-
tion must be recognized . 
9 . The bearing of the activities program on health will 
arise for decision. 
10 . Special health measures such as sight-saving classes, 
speech correction classes , provisions for crippled 
children, nutrition program will require careful 
adaptation to the health program . 
11 . The teachers' health must be safeguarded. 
12 . Complete records and reports are essential to eff :1-
cient administration . 
13 . Office management conditions the smoothness with 
which the administrative machinery performs. 
14 . Criteria of effectiveness of the school health nrc-
gram will be demanded by health and educational 
authorities . 
Certain cardinal principles of' sound administration 
are anplicable to school health as well as to any other forms 
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or organization. These may be listed briefly: 
1. Centralized authority with line and staff re sponsi-
bili ties clearly defined has proved to be most 
effective. 
2. Personnel should be \.Yell trained and experienced. 
3. Frequent staff meetings keep members informed of 
changes in program and advances in techniques. 
4. Functional divisions of work facilitate carrying 
out the program. 
5. Effective routines should be established. 
6. Overlappings and duplication should be avoided. 
7. A systematic and convenient record system and ade-
quate reports are necessary. 
8. Critical analysis of results assists in cor~ecting 
deficiencies and in adapting the program to changing 
conditions. 
The effectiveness of administration of the school health 
program is difficult to measure statistically but may be judged 
in general by the imorovement in health and well-being of the 
ct1ildren and in their attitudes and health habits. The follow-
ing are some of the ways and means which have been suggested 
to judge such effectiveness: 
1. Reduction of absenteeism due to acute com.cunicable 
diseases. 
2. Reduction in morbidity and mortality among school 
children. 
3. Reduction in number of accidents. 
4. Correction of remediable defects. 
5. Improvement in nutritional status. 
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6. Improvement in health habits, attitudes, and ideals 
of health . 
7 . Better adjustment of the child to the school program . 
8 . Increased confidence and interest of parents in 
health supervision and health education and in 
carrying out recommendations of the school health 
staff . 
9 . Increased interest and cooperation on the part of 
teachers. 
10. Better correlation of health work with other subjects 
and activities of the school . 
Health Resoonsibility of the School Administratorl 
On the lo\'rest level of executive uractice, the chief 
schoo~ administrator merely carries out the routine provisions 
adopted by the board of education. On the highest level of 
professional endeavor he, as the educational expert, advises 
and encourages the board to adopt poll cies aimed to improve 
the health of school children . 
In fact the pri mary responsibility for the successful 
functioning of the school-health program rests ~1\J ... i th the admin-
istrator. He must accent this responsibility \•i th an intelli-
gent understanding of health -,roblems, the aims and purposes 
of education, and the precise way in which effective health 
education contributes to the total program designed for the 
schoo l.s. He r:1ust provide the necessary resources in terms of 
1Clifford L. Bro~ nell, Principles of Health Education 
Aonlied ( New York: McGraw-Hill Book C omuany, Inc., 1949), 
PP. 138-139. 
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personnel, equipment, facilities, and time within the school 
day. In planning the va,rious activit:ies that comprise the 
progra,m and in the evaluation of their results, he must give 
forceful though democratic leadership. 
Almost without excention the quality of the school-
health program reflects the facility of the chief school ad-
ministrator . Many efficient school st..:tperintendents have 
established reasonably good school-health programs, even 
when forced by circumstances to accept subordinate personnel 
of mediocre professional aualifications . On the other hand, 
few health programs achieve success without the sympathetic 
and w1.se direction of a strong and intelligent chief school 
administra tor, irrespective of the qualifications of those 
employed actually to conduct the program. Observations clear-
ly indicate the splendid results obtaLnable by the combina-
tion of a n enlightened administration and efficient health 
personnel . 
The need becomes more and more evident for a competent 
schoo~-heal th administrator. Even tho ugh the board of ea.uca-
tion decides to establish an administrative organization which 
makes health education a component of :physical education,. 
someone should assume the specific res-ponsibility for direct-
ing t~e school-health program. 
The numerous aspects of the program , involving articul-
ation of several subject-matter areas and services together 
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with the coordination of many community activities emphasize 
the need for a school-health coordinator or suvervisor with 
a broad background of preparation and experience . First of 
all he must be an educator who understands the basic princi-
ples associated 1vith the oroper conduct of schools and sup-
ports in theory and practice the tenets of a functional cur-
ricu.lum . Next to a broad preparat ion in general education 
comes the necessity for thorough preparation in health educa-
tion which includes understanding of the various activi ties 
conducted by the school and their precise contribution to 
comole te education . Finally, the health supervisor or co-
ordi. na tor must appreciate the interrelationships--either 
stated or implied--bet ·reen school health and ac ti viti es nor-
mally sponsored by other official organizations, voluntary 
agencies , private enternrise, and professional associations . 
Obviously his abil ity to work w1 th people and to command 
their respect and assistance deserves honorable mention . 
In the 'ell-organized school or college, the health 
expert assists the administration by recommending for adoption 
variolls policies affecting the 1:elfare of the urogram, and in 
planning activities aimed to yield maximum results . 
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The Principal's Part in the Program for Health 1 
Attention has been called previously to the lack of 
coo~dination betw·een the va.rious aspects of the program for 
heaLth. It is not uncommon to find elementary schools in 
which health instruction is given according to systematical~y 
outLined courses of study the contents of' which are quite un-
related to the imr ed.iate health needs of the children. Like-
"t1ise physical education activities do not take into account 
the existing physical characteristics and needs of children. 
These conditions exist in spite of the fact that the health-
service department collects and has available extensive data 
regarding the health conditions and health habits of children. 
It would seem, therefore, t!-1at the foremost responsibility of' 
the principal ,, i th reference to the program for health is to 
coordinate the work of the various departments or units within 
the school Which have to do with health . Administrative pro-
cedu.res must be instituted which v-rill make it convenient and 
possible at all times for the classroom teacher, the physical-
education teacher, the school nurse and physician, the mental 
hygienist, the visiting teacher, and others who deal with the 
phys leal, mental, or social health of children to cooperate 
and to coordinate their efforts. 
1Henry J. otto, Elementary School Organization and 
Adml-ni s tration (New York: D. Appleton-Century Comnany, Inc. , 
1944), "PP . 433-435. 
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It is generally recognized that the principal is re-
sponsl...ble for initiating and developing in local school units 
sys ternatic progr ams of one kind or another. \Vb.ether a parti-
cular project is worked out in only a given school. or whether 
it is an integral part of a ci ty-wid.e orogram, the responsi-
bility for its development rests largely with the principal. 
If a systematic, coordinated course of instruction in health 
and safety education iR to find. expression in the school, the 
princ.l.pal must be in a position to lead the way and to help 
teachers in effecting the !)roposed plans . Suggestive outlines, 
courses of study , methods of procedure, and specific objectives 
for various age groups are available and may be utilized. 
To make the classroom instruction in health effective, 
.1.. t is essential that the teachers be furnished with an abun-
dance of health materials . Invariably the princ i pal can be 
of great assistance in familiarizing teachers with materials 
and in securing for them not only the materials which can be 
obtained through regular reauisi tion from the centra.l of'f'ice 
but al.so the wealth of materials which are usable for health 
teaching issued by the various public, social, and commercial 
agencieA . Much of this material in the form of posters, 
folders, and pamphlets is free or inexpensive. Health articles 
from newspapers and magazines are frequently very helpful in 
stimulating the interest of children in good health. Health 
clubs and interclaes nro jects and contests, indi v1.dual health 
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cha rts, posters prepared by pupils, and indiyidual progress 
records are used to advantage in some schools. 
A fourth responsibility of the princ i !)al with refer-
ence to the health program ha s to do with the making of 
pe riodic health surveys. Some health-survey techniques have 
been suggested in the above paragra.phs, and others may be 
found in professional literature. Such surveys render great 
service in familiarizing pupils and teachers with the actual 
sta tus of health practices and in providing excellent bases 
for an immediate program for :improvement of the health program 
in the sch ool. 
Prevention and control of contagious diseases is often 
considered t h e major function of the school physician. The 
principal, however, must assume the responsibility for Lden-
tifying cases of suspected contagion and for securing their 
examination by the school physician. To accom~lish this a 
thorough system of daily inspection of' pupils by teachers is 
es sential. Teachers must be assisted in their efforts and 
trained in techniques for detecting the chief signs of illness 
in children. Susp ected cases must be handled with dispa tch. 
The principal v!ill need to devise forms for use in sending 
children to the school physician or nurse for insp ection, 
for excusing children from school attendance, and for checking 
t heir return to classes after exclusion. 
Previously in this chapter a ttention wa s called to t h e 
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fact that health education is the sum of experiences in school 
and eJ..sewhere which favorably influence individual, community , 
and racial health. Obviously the curriculum in health for 
the child extends far beyond the confines of the school . The 
conditions of the neighborhood, various types of community 
recreation centers, and the condi tiona of and the practices 
in tbe home have significant relationships to the development 
of health habits and knowledges on the na.rt of the child and 
determine in part the effectiveness of the school program . 
To secure the sympathetic support of the public for the health 
program the school is sponsoring , and to secure the necessary 
cooperation of parents and the various community agencies , it 
is essential that the principal take a leading part in making 
the urogram for child health not merely a school project but 
a community project . To this end the principal must establish 
cordial rela tions with the community organizations and agencies 
and with parents through mother• s clubs of the parent-teacher 
association . The importance of these community contacts cannot 
be overstressed since they determine in no small measure the 
effectiveness of the school health program . 
Of no less importance than his other responsibilities 
regara.1 ng the program for health is the nrincipal 1 s duty so to 
organize his office that the effective administration of the 
heaLth program is possible. Procedures must be outlined :for 
excusing pupils from school for minor ills when the schoo]. 
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physician and nurse are absent, for a.dmini stering fi rat-aid 
when accidents occur, and for the admission of pupi~ s who have 
been absent on account of illness or quarantine. Record forms 
must be provided and kept up to date. Procedures should also 
be established whereby the school physician and nurse may go 
about their duties with a minimum of interruption of class 
work and at the same time permit the maximum of health ser-
vice for the pupils. Of equal importance is the development 
of' procedures whereby the data gathered by the health-service 
department are made readily available to those giving health 
instruction and to those in charge of physical education 
activities. 
1 Coordination of Health Agencies 
It is necessary only to look at the overlapping of 
responsibilities of agencies in a typical community to see 
the imoortance and uractical necessity of coordination. The 
school system is concerned with the health education of adults 
as well as of children. Both the school superintendent and 
the health officer seek to promote and urot ect the health of 
pupi~s and teachers. The school system wants a quality of 
school housekeeping which '\'Jill urotect health and facilitate 
schoolwork. It looks to city health, police, and fire depart-
1Heal th in Schools, T\ventieth Yearbook of the Ameri-
can Association of School Administrators of the National 
Education Association ( \vashington: The Association, l942), 
PP . 298-300. 
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ments for maintaining sani te.tio n and safety, but it cannot 
legally or morally delegate its responsibility in these 
areas. 
The school has within its own hands the opportunity 
and responsibility for so organizing its program that teachers 
and children have a healthful school program. On the other 
hand, it is equally concerned 'tori th protection against corn-
municable diseases which, by law, is a responsibility of the 
local health department. It seeks to help the child improve 
his physical and mental health and to avoid placing burdens 
upon him which he is physically or mentally unable to bear. 
But in achieving both these objectives it may look to the 
ramily physician or to a physic:tan furnished through the de-
partment of health as well as to the school physician. J:t 
would be ideal if every child received adequate medical atten-
tion from the private physicie.n. But many children because 
of' poverty or ignorance at home do not secure adequate medi-
cal and dental care, and schools have taken the responsi-
bill ty of finding the needs of the child and, where necessary, 
the further responsibility of helping these children to ob-
tain medical attention from suitable nonschool agencies. 
The local health department exists to protect and 
p romote the health of all citizens, including school children. 
It is concerned v.ri th the healthfulness of the school env:l..ron-
ment as it is with the whole !)roblem of environmental sani ta-
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tion in the community. It has an obligation either to inspect 
the sanitary conditions of schools or to assure itself that 
satisfactory inspection is being made. In a somewhat compar-
able way the police and fire departments are concerned t.vi th 
safety in schools. Similarly, the hea~ th department canna t 
delegate its responsibility for communicable disease control. 
It may approve a progr am of communicab~e disease control 
carried out by school personnel or it may opere.te its own pro-
gram with the cooperation of the schoo~ s, but final responsi-
bility rests upon the department of health. 
Home interests and responsibilities for the health of 
the child underlie the work of both the school systeQ and the 
health department. The home is the pri me.ry social unit; it 
has the primary responsibility. If the family 1 i ves hygienic-
ally and secures adequate health guidance from the family 
physician , the work of both the schools and the health depart-
ment is greatly reduced. Life in the ramily has already 
determined the mental and physical heal. th of the child before 
he enters the school. His health as well as his education 
are joint responsibilities of the home and the state, demand-
ing cooperative and coordinated effort. Because physicians 
and dentists provide health care and guidance for the famil..y 
they are vi tally important in any progr-am of community heal.. th. 
Relief agencies become concerned with the health or 
children \I.Thenever the home finds itself financially unable to 
meet its health obligations to the child. The school is not 
a relief agency but an educational agency. It does not pro-
perly operate clinics or feed children from the school budget, 
but it is concerned with securing the appropriate use of 
these agencies by school children . 
Many private or volunteer health agencies, represent-
ing the best citizens of the community, are concerned with 
health problems which touch school children . Tuberculosis 
associations are concerned 1fli th the high case-rate at the 
teen age, particularly among girls, and they recognize the 
importance education plays in the vrhole program of tubercu-
losis prevention. The American Red Gross is interested in 
improving the quality of home nursing and first-aid. The 
safety council, in its oromotion of safety, finds that much 
of its program must be directed to the school-age children. 
Parent-teacher organizations have established programs to 
detect and correct the defects of preschool children and to 
build community support for the initiation and conduct of a 
good school health program. The county medical and dental 
societies often cooperate in outlining a health plan, in 
providing examinations, and in obtaining the necessary cor-
rective services. 
A democratic society should not minimize the import-
ance of these and other local groups which are concerned 
either with the solution of some special health problem or 
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with the general welfare of the communj_ ty. These organizations 
naturally will be interested in coordinating their programs 
with the school health program. \men they are under wise lead-
ership, they will not expect to superimpose their own program 
Ltpon the schools from the out side. Obviously~ any school sys-
tem which opens its doors to a variety of independent and dis-
associated prograr:1s coming in from the outside will so di sor-
ganize the educational nroces s that it cannot effectively 
serve the child. Coordination o:f effort and cooneration l.n 
the conduct of sound programs, on the other hand, would seem 
desirable . 
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CHAPT.ER XVIII 
TH~ PROGRAA OF ACTIVITIES 
\'lhe ther extra or intra curricular, the program of 
a c ti vi ties ha s a definite place in today' s education 
f'or a ll America n youth . The learn-by-doing philosophy 
ie f' inding a nlac e in traditional as well as progre s-
si ve schools . Active living situations under pr oper 
g uidance have nrovided and are p roviding invaluable 
experience for student development . CoorQination of 
t h :l. s p rogr am is t he res onsibili ty of the nrincipal . 
The principal or an ap!)ointed member of the faculty 
ill b e re sponsible for control and direct ion of the 
p ro g r am. Ho ever, this does not preclude teacher or 
p uo il narticina tion in the organization and manage-
men t of t h e activities . 
Curricular and Extra-Curricular Activities1 
Extra-curricula r activities are those legitimate 
schoo l a ctivities not orovided for in the regu.lar p rogram of 
studies. Th ey vary from school to school and ::t'rom year to 
yea r i thin a single school . Some extra-curricular acti-
vities h ave been curricularized in recent yea rs. It seems 
tha t extra-curricular activities are contribut :lng more than 
c urrl.cula r su-b-Jects to the seven objectives of education . 
In vl.e of this f a ct it seems tha t many of the extra-curri-
e ula r a c ti vi ties a re t h e fundamentals of education and that 
lc . R. Maxwell , and L. R. Kilzer, High School Admin-
1. stra tion (Garden City , New York : Doubleday, Dora n, and 
Company , Inc ., 1936) , pp . 159-160 . 
290 
291 
some parts of poorly adapted curricular subjects really con-
st1 tute the frills of education . Every high-school teacher 
1 s expected to take some part in the direction o::f' extra-cur-
ricular activities whether his contract specifically states 
thiS fact or not . Special training should be required in one 
or rnore extra-curricular activities . School time is being 
devoted, with approval , to extra-curricular activities in 
many progressive high schools today . If these ac ti vi ti e s 
reqLiire a large amount of time the teacher ' s regular teach-
ing load should be reduced accordingly . As a general rule, 
extra-curricular activities should be carried on at the 
echo ol rather than elsewhere . No activity should. be :permit-
ted which does not have the approval of the princ~ ipal , for 
he is responsible to the superintendent and the board of edu-
cation for the conduct of the high school . Membe :rship in 
the extra-curricular acti viti es of the school should be deter-
mined on a democratic basis and fraternities and sororities 
should not be tolerated in high school • . By means of pure-
point systems, or a major-and-minors plan, participation in 
these activities may be both required and limited . By means 
of a slidi. ng scale in point systems the pupils whose scholar-
ship records are high are permitted to participate in mo r e 
a.cti vi ties than the pupils who have poor scholarship records, 
but no pupil is deprived of all participation because of low 
grades . An ap roved system of financial accounting is essen-
tia.l , but each activity need not necessarily pay i_ts own tvay . 
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Some of the most common and most important of the many extra-
curricula r activities: the home room, particination in 
governrr:ent , assemblies , clubs , mixers, hikes and picnics , big 
brothers and big sisters, honor socieities , dramatics , ath-
letlcs, publications , and commencements . 
General Principles Underlying the 
Administration of a Program of Activities1 
1. The pupil is the center around which , and for ~hich , 
all educational activity is organized . 
2. The units of activities selected should be only sue~ 
a s to meet the following tests: 
a . They must arise out of, or find their justi-
fication in, the natural or acquired interest s 
of the pupil . 
b. They must meet definite needs of individuals 
and groups of individuals . 
c . They must be readily adapted to the abilities 
and aptitudes of pupils of varying degrees of 
preparation or previous training in particuLar 
kinds of activities . 
d . They must , if possible , idealize life acti-
vities . 
3. The organization of the units of activities should pro-
vide for the following conditions : 
a . The program of activities and the rogram or 
studies should supplement each other in the 
total school program. 
b . Definite provision should be made for common 
and peculiar needs of various individuals 
and groups of individuals . 
c . The form of organization should be subordinate 
to its fundamental spirit and should be deter-
mined largely by the pupils as they develop 
the need for, and interest in, definite organi-
zation . 
1E. D. Grizzell, 11 The Administration of Student Acti-
v.i ties in the Secondary School, 11 Educational Outlook I (March , 
19 2?) , 115- 122 . 
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d . The program of activities should be organized 
in such manner as to provide as fully as pos-
sible for training in leadershiD and follower-
ship , as well as in other important social 
and individual qualities . 
e. The daily schedule should include units of 
activities as well as subjects of instruction. 
The same care should be used in making ad-
justments to meet individual needs for acti-
vities as for the formal school subjects. 
4 . The management of' the urogram of activities should be 
in accordance with the fo llot..ring principles : 
a . Every effort should be made to develop 
definite relation shins between the program 
of studies and the program of activities . 
b. Procedure in the management of the program 
of activities should urovide for as free 
participation as possible that the sponta-
neity of those participating may not be 
destroyed . 
c. Pupils and. faculty and other personnel should 
cooperate freely in the management of all 
school activities . 
d . No student should be penalized in his parti-
cipation in activities merely as a spur to 
i mp rovement in the formal work of the school . 
e. Limitation as to membership, office holding , 
and other such rna tters should be based upon 
needs of p unils , not upon scholarship in the 
abstract . 
f. Successfu~ participation in any unit of acti-
vity should receive roper recognition . A 
system of awards of a graduated character is 
to be preferred to a system of ~arks and 
credits. Such facts should be made a part 
of the school records. 
5. The supervision , t eating, and improvement of n rocedures 
should conform to the following principles : 
a . In every secondary school an expert supervisor 
should be placed in charge of the nrcgram of 
activities . His chief function should be to 
coordinate the program of studies and the 
program of activities . 
b . The supervisor or directo r of activities , to-
gether with the various members of the s t arr 
acting as snonsors, should develop a technique, 
standards of achievement, and when possibl.e , 
tests to determine the efficiency of the vari-
ous units of ac tivities in the program . 
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c . All supervision of ac ti vi "ties should be so 
conducted that the maximum of interest of 
the students may be maintained. 
d . In the :improvement of" the program of' acti-
vities lt is essential that the develonment 
be gradual, starting -with the pupils at 
whatever level of achievement they may be 
capable . Progress must a~ways be in terms 
of the ability of the pu."_?.il to progress; no 
other procedure is in accord with the 
principles of democracy . 
6 . A system of adeauate and accurate records and reports 
must recognize the follolving req ui. rementa: 
a . An analysis of the program of activities is 
essential in order that the significant ele-
ments to be recorded and reported may be 
determined . 
b . An adequate system of' records and reports 
that i ncludes the e s sential facts concerning 
all elements . 
c . An accurate system of records and reports 
must be objective, and. specific . 
d . A system of records and re""Dorts must provide 
for a continuous record of comparable facts . 
? • The improvement of personnel is essential to a ful~ 
recognition of the fundamentaL principles of adminj_ e-
tration . Specif:ically the following principles must 
be recognized : 
a . The first sten in the improvement of nersonnel 
involves care in the selection of the variou.s 
types of personnel . 
b . Improvement of personnel requires th8_t every 
activity performed shall be educative to the 
person nerforming the activity . 
c . Fitness for the task is determined by the 
initial ability to sue ceed and imorovement 
in service . 
8 . The improvement of material re qui. res that fun dam ental 
changes be made in school plant ana.. equipment . The 
follO'tiTing princioles are involved.: 
a . The selection of the Bite and the planning 
and construction of the school nlant should 
recognize the demands of the program of 
activities . 
b . Improvement of material is absolutely essen-
tial to the development o 1' the nrogram of 
activities. 
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9 . The program of acti \7 i ties should be definitely re-
lated to the life or the community in order that 
it may serve as the connecting link bet een the 
school and life . 
10 . The program of activ-ities should be :fully supported 
by the school from the general funds. The present 
practice of non-support of activities by the school 
requires that the following orinciples be recognized: 
a . A budget sys tern is a necessary feature of 
a sound syst ern of finance . 
b . All financial activities shall recei ve care-
ful supervision in accord with the educational 
values to be derived by the nuoil from narti-
cipation in financial affair-s . - ~ 
c . A school treasury should be provided for the 
handling of all funds to be deposited by the 
various school organizations . 
d . Educational purposes should never be sub-
ordinated to financial ends . 
Integration of Curriculum and Extra-Curri culum1 
Some educators believe that the interests of education 
would be best served if the extra-curricular were absorbed and 
made a part of the curriculLlm. Thus they believe that the 
curriculum would be strengthened by reason of' the provisions 
for greater pupil initiative, spontaneity, nupil planning, 
responsibility and interest . It is also believed that if extra-
curricular activities were absorbed by the curriculum, they 
would be better adapted to educational objectives, would reach 
more students, ,.,ould involve less duplication, and would be 
less likely to involve actiVity of little or negative educa-
tional value . Already progress in this direction has been 
lHarl R. Douglass, ( ed . ), The High School Curriculum 
(New York : The Ronald Press Company, 1947), np . 374-376 . 
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made in the field of English '1.-rith dramatics , t"' ublic sDeaking, 
and journalism, and in music with bands, orchestras, and glee 
clubs. 
Several dangers and limitations exist in the integra-
tion of t.te curriculum and the extra-curriculu.m . Some acti-
vities do not seem to fit into any subject; some cut across 
several subjects; and some, nrobably , should be on the elec-
tive and vo~unteer basis, rather than be a required part of 
a subject . It is a.lso apparent that there v1ould a.ri se in many 
classes the nroblem of finding sufficient time for both the 
present content of the curriculum and e.ssociat ed e.xtra.-curr i-
c lar activities in ad:li tion . The solution might be, however , 
that with less necessity for spending time on the extra-cur-
l ... iculum the student might carry more subjects each year, or 
more time to be given to each subject . 
Perhaps the greatest objection or danger is that the 
two kinds or educational activities are essent ia.l~y dif'ferent 
\vi th respect to their general principles and a tmos-ohere and 
call for such a shift or change of pace from one to the other 
as to tax th. e flexibility and versatility of rnany teachers . 
The very essence of the extra-curriculum is unil leadership, 
initiative, spontaneity, and responsibility. As a part of 
the classroom curriculum under many teachers, much of these 
characteristics and values may be lost. While the temotation 
to associate the activities ..,.,ri th procedures of" ass ignrnents, 
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recitations , compulsion, testing , and marking is not in-
evitable, j_ t would probably happen in a great many instances. 
It would seem that for some time to come, and in the 
light of the general att1 tudes and practices of teachers and 
other difficulties and limitations both Drincioles should be 
' -
follot"led--one with some activities and the other with others; 
for example~ with respect to :public speech , dramatics , and 
journalism, oany of the activities might be shifted to English 
classes . Though not likely to happen soon in many schools,. 
the absorption of athletics into the physical education ro-
gr am and the consequent withdrawal from the field of commer-
cialized recreation would be a very imuortant step forward 
educationally . Subject-matter clubs might well be incorpor-
ated as a part of the related subject, e . g~, the Spanish C~ub 
in the Spanish class , though here important difficulties qu.ickly 
present themselves which lead one to entertain somewhat favor-
ably the idea that these student activities should be on the 
voluntary basis and with membership of fewer than all enroLled 
in the subject class . 
No Cloubt, many activities could be absorbed only with 
difficulty a.s a glance at the list of clubs appearing earlier 
in this chapter will suggest; e . g ., the Hi-Y , Girle' Reserve, 
the chess and checker club, the stamp and coin club , the New-
man club , and others with membership certain not to correspond 
with the membership of any class and With very special and 
limited obJectives . 
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Responsibility for the Activity Program1 
Most administrators and teachers are agreed that a 
satisfactory program can be achieved only when the responsi-
bility for its control and direction is clearly defined and 
centered in a particular person . This responsibility can be 
either retained by the principal or delegated by him to an 
administrative assistant or member of the faculty . The final 
responsibility and authority , however , must rema~n with the 
principal , since he is charged 1-1i th the entire educational 
program and must answer to the superintendent for the actions 
of all agents and agencies operating under his leadership . 
In small school systems, the superintendent or supervising 
principal will retain finRl authority in matters affecting 
the administration of the program. Centralization of respon-
sibility, in any case, does not ureclude teacher and nupi l 
uarticipation in the organization and management of the pro -
gram . As a matter of fact, teacher and pupils should play a 
prominent part in planning and carrying out the progr am . To 
do this successfully, the principal, his assis t ant , or the 
faculty direc t or of the program must be willing to delegate 
full responsib i lity within assigned limits to faculty advisers 
and students . They must be given the right to plan the pro-
gram , to make decis i ons that count , and to carry out the details 
lLeo M. Chamberlain and Leslie i'V . Kindred , The Teacher 
and School Organization (New York: Prentice-Hall , Inc ., 1949), 
pp . 363-364. 
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of the program . Unless this condition prevails, interest 
wanes, learning opportunities al:"e lost~ and support for the 
urogram suffers accordingly. Usually, when programs lack 
faculty and student enthusiasm , or they are engaged in :per-
functorily, the cause can be found in the policies :followed 
by the principal of the school . He is either indif:f ,erent to 
the program, ignorant of its potential possibilities , incon-
sistent in his ac tions regarding it, or de finitely unwilling 
to relinquish any administrative control over its development 
and operation. Some principals guard so zealously t heir 
authority as head of the school that they overlook, in this 
petty devotion to a oower complex, the real reason why schools 
exist . ?-!any of them never learn that the only true path to 
functional learning on the part of boys and gi rls in school 
is through the realness of the experiences that are provided 
for them. 
Some Criteria for Evaluating a Program of Ac ti vi ties1 
theory has been advanced recently by students of 
education that pe rha'Ps the school 1 s act 1 vi ty program comes 
more nearly suoplying the basic educati.onal needs of' students 
than does the regular academic course . The various elements 
of gene r al education which are intended. as the core of our 
lAd.olph Unruh 11 Some Criteria ror Evaluating a Pro-
gram of Activities, u School Activities, XXI (September , 
1949), 3-4 . 
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educational program are well served and developed in the 
activity orogram . 
This prograr is no longer regarded as an extr a . It 
probably provides the best experiences in the entire curri-
culum from the viewpoint of training boys and girls in the 
techniques of getting along with one another . Many important , 
interesting lessons of lasting value are learned in t he acti-
vities . 
A program that will do all the ttlings for student s 
that are presently claimed for the activ~ty program must be 
organized and administered according to lNell developed plans . 
The following criteria renresent a standard against which 
the principal, activity director , or oupervisor may evaluate 
his school ' s program •. . . 
One , the program should be based upon the student's 
fundamental needs . Although this may sound strange to some , 
the activity program should meet the needs in the following 
five classifications: biological , social , educational , voca-
tional, and ethical . From the standpoint of biological needs , 
care should be exercised in pla.nning games , sports, athletic 
contests in keeping with the demands of the physical qualifi-
cations and limitations of the group . The activity should 
promote health . Regard should be had for such experiences 
as rest , relaxation, refreshments , muscular development , 
habits and skills demanded for the deve~opment of health and 
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physical vigor . 
In similar fashion the program must :provide for the 
social needs; meeting and getting along with people; provid-
ing for social intercourse; _nlanning and developing O"OPor-
tuni ties for le13.rning some of the social graces . Then, the 
activities and exneriences must be of an enlightening nature, 
elevating, cultural, giving opportunity for growth . Also some 
activities should carry information of vocational nature, ex-
plaining problems, describing the vocations, and giving oc-
cupational information and guidance . These are some of the 
fundamenta~ needs of students, and each of them must be served 
if the program is to be a complete well-rounded experience . 
T o , the program should be inclusive . It should in-
clude any and all of the school personnel , students . teachers , 
and depending upon the activity, the janitor, clerks ~ main-
tenance men, and others . The program rnust recognize individual 
differences, seasonal variations in the activities that are 
possible . The program must include a variety of things to do . 
There should be a balanced school program including a balance 
of various activities but also a variety for each student . , 
In general , it should serve the differentiati ve function in 
education. 
Three , the urogram must be democratic in administra-
tion and outcomes . The a tmo snhere of articipation must be 
optimum and agreeable . School morale is involved . The goals 
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and techniaues of citizenship should be constantly before 
the sponsors, administrators , and students , all of whom are 
participators . There should be no physical restrictions im-
posed except as developed by the gr oups themselves . There 
should be freedom of activity , movement, and mo t ion . The 
meeting place should have cultural and social significance 
and possibilities for modification nermitting expression on 
the nart of the group . 
Four , the program should articulate with the com-
munity needs. There should be free and unhamnered use of 
community and school facil1 ties . Provision must be made for 
out-of-school youth . The urogram should foster school-com-
munity relations. There should be free use of community per-
sonnel, authorities , and experts . The right of students to 
participate and share in the life and culture of the community 
cannot be denied . The school 1 s program must suppl ement and 
complement those of the other agencies and institutions found 
in the area . 
Five , if the activity program is not the sole educa-
tional program, as it might be for some , then it must supple-
ment the school's curricular offerings . The educat i onal 
values of the activity program are of great importance . There 
are vocational values RS indicated above . Also there are 
other values not indicated in the first criterion as for 
example , leisure-time activi t y , recreational learnings and 
303 
values, and psychological values . The latter include the 
prevention of delinquency, drop-outs, maladjustments among 
youth and :i.n some of these cases there may be therapeutical 
values. And last but not least are the values of creative-
ness. 
Six, the program must be properly and adequately 
supervised and sponsored . The rules for the se~ec tion of 
sponsors ca.n be found in numerous books in educe. tion and 
1 those found. in Dr . McKown 1 s book are especially good. Here 
should be added some further points . Sponsorship may be 
delegated to responsible outsiders in such cases which in-
volve the out-of-school youth, and especially when vocational 
and social values are nerhaos the outstanding considerations. 
The use of school buildings and facilities shouLd be permi t-
ted with but few exceptions . It would be good public rela-
tions if many of the meetings of the community could be held 
at the school buildings . School use should be given prefer-
ence, of course . And thi s following statement i s one which 
if followed would have f ar reaching consequences : Every per-
son capable of teaching should be capable of sponsoring a 
grouo or an activity . Furthermore, every teacher should seek 
and should have the opportunity to broaden her educational 
experiences and her techniques of leadership in this fashion. 
lHarry c t4cKollm Extra-Curricular Activities (New 
York : The MacMiilan Com~any , 1927). 
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Seven, the progr am should provide opportunities to 
learn to participate through participation . In this sense 
participation should include the mechanisms know~ as coopera-
tion, competition , and accomodation There should be nro-
• ~ 
vided \<Ti th conscious intent some opportunities to participate 
in the areas of activity common to humanity . These would in-
clude social, political , economic, soiri tual , and aesthetic 
ecti vi ties and experiences . 
ight, the program should provide education for leader-
ship . There should be an analysis and discussion of, and a 
rractice in the techniques of leading . Opportunities should 
consciously be created to give everyone an opportunity to 
take the role of leadershio . The poll tical implements of 
initiative, referendum, recall, etition and others are based 
on the development of the leadershio qualities in common man. 
The acti vi. ty program is the best place for the development of 
these a ua l. i ties . 
Nine, such a program should have guidance values . 
The guidance function of education can operate at times t o 
the best advantage in this pr ogr am . The personal relations 
between leader and student , teacher and student , s chool and 
student are informal oositive , and constructive . In most 
, " 
cases rapport has already been established and that puts this 
program one step in advance of the routinized, planned, and 
scheduled conference . It has naturally the relationships 
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coveted by the experts for their counselors . perhaps the 
guidance people should examine carefully this area for the 
furtner possibilities of their type of service . 
Ten, this program should serve the function of reten-
tion . It should have the effect of helping to h old youth in 
school; more youth for a longer nerio d . Partie i.pa tion in 
activities is so valuable that it must not be made contingent 
or dependent upon grades in the academic program . It is time 
the academic program stood on its own merits , or undergo the 
modification necessary to make it possible for it to do so. 
The activity program is an experience program and if conducted 
according to the other criteria listed here it will serve the 
integrative function. 
Eleven, the activity program must be recognized as 
an integral part of the school program and the life of the 
student . Therefore it should be given school time . It should 
be given financial support in the school budget . Fees, dues , 
and admission charges to programs should be reduced to a bare 
minimum, and preferably to nothing . The rule of' passing in 
three solids should be changed to read 11Enrolled in the 
school. 11 Portions of the program may not be given school 
time however due to the var-iety of interests of students I I 
and teachers , and especially is this true in the case of out-
of-school youth . Nevertheless 1 there are other ways of recog-
nizing the activity program such as making the building 
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available ; recognizing sponsorship in the teaching load; en-
couraging the leaders; and assisting with the planning; also 
in other ways . 
Twelve , there must be an evaluation program . It 
should be cooperatively developed . It should include students , 
teachers , administrators , parents , and graduates . In short , 
it should include a reoresentation of al l the people in the 
community which is served by the school . If it is to amount 
to anything , the evaluation must be continuous . Finally the 
evaluation should lead to action. There may be indicated ex-
pansion , revision , or reorganization , but unless it leads to 
some further action, evaluation should not be initiated . 
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CHAPTER XIX 
SUPPLIES AND MATERIALS 
The principal must augment the teach~ng procedure 
with all possible supplies and materials. This re-
quires planning and organization in order to avoid the 
"too little and too late" logistic pract~ce. As well 
as better supply, there may be effected efficiencies 
and a release of funds for other necessities of the 
school. Suggestions in th~s important supporting 
function of administration may be found ~n the fol-
lowing notes. 
1 Provision of Teaching Materials 
The service of textbooks and supplies, although an 
important activity in the operation of the public schools, 
represents a field of great neglect. The textbook is the 
most important teaching tool or the American teacher. The 
quality and standards of textbook publishing are high, and 
sufficient emphasis can bring to every American school satis-
ractory equipment in textual, reference, and library books, 
instructional and o erating supplies. 
The concept that the value of public education is 
increased for the parent by forcing him to purchase books 
and supplies is responsible for this condition. If layman 
1Arthur B. Moehlman, School Administ~ation (New York: 
Houghton Mifflin Com any, 1940), p • . 449. 
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and educator '\'muld reorient their concept of public education 
from a 11 fre e 11 process to a co operative community service for 
which all the people pay, 1 t might be possible to spend t'fo 
to three cents of the operating dollar to secure adequate 
textbooks and supplies. There is little merit in the con-
ventional opposition to textbooks and supplies furnished by 
the school system. In fact, the continuation of this tradi-
tion decreases the efficiency of instruction. It would be 
difficult to est1.mate how much Dloney is wasted annually in 
instruction because of inadequate supplementary tools. Much 
of the instructional dollar is considerably depreciated in 
terms of results because of poor books, supplies, and equip-
ment. 
Every state has provided for some regulation of the 
textbook and in twenty-five states uniforrn adoption is re-
quired by law. Two states pubJ.ish their own books. Since 
flexibility in adoption and adjustment to varying conditions 
is necessary, uniform state adoptions cannot be viewed as 
contributing to the general ef .:ficiency of instruction. 
Standards of quality :for textbooks and supplies can 
be determined only through objective research under class-
room conditions. In this process the teacher should play an 
ever-increasing part. There 1 s no place :for poll tics in this 
service. The only defensible criterion is the need of the 
instructional program and the teacher. 
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There is a general trend toward ~mprovement in text-
book and supply service. Board of education members are 
interfering lees frequently with the purely technical exec u-
ti ve activity. The board of education should approve stand-
ards of quality and distr1but1.on, but with these sa1'eguards 
the actual process of operation may be easily delegated to 
competent professionals. Careful dis tine tion should be made 
between the act of preparing standards of' quality and quan-
tity and the service act for satisfying these needs. The 
fi~st is essentially an instructional responsibility, while 
the second is a routine staff activity. 
1 Some Common Supply Problems 
Problems of several kinds may ar1.se in connection with 
the furnishing of supplies, textbooks, and equipment. 
1. The requisitioning and purchasing of texts, supplies, 
and apparatus may be ~avish and unwise, resulting in 
the deterioration or waste of material, unnecessary 
current expenditures, and much duplication of effort 
in checking and re-checking of inventories. 
2. A penurious and expensive policy of purchasing in 
small quantities only what is sure to be needed 
immediately may be followed, with the result that 
supplementary and emergency purchases at high retail 
prices have to be rushed through during the school 
term. 
3. Supplies are sometimes ordered a~together in terms 
of previous needs or o1' antiquated requisition sheets 
lp• W. L. Cox, and R. E. Langfitt, High School Admin-
istration and Suoervision (New York: American Boo}f Company, 
l934), pp. 152-153. 
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which curriculum changes, shifts in electives, the 
preferences of new teachers, or the change in school 
policies make unsatisfactory or unnecessary. 
4. Changes in accessories based on l,Ilere whim or fancy 
or prejudice are sometimes sanctioned, even when 
there are on hand suppLies, texts, or apparatus 
tha t might serve the purposes reasonably well. 
Yfuile consideration must be given to the decrease 
in efficiency which may result from thwarting the 
preferences of the teacher, insistence on thrift 
is necessary. 
5. Inadequate inventories, or even the inexcusable fail-
ure to consult the inventory sheets when making out 
requisition lists ror orders, resu~t in unnecessary 
purchases of new material, or sometimes, the neglect 
to purchase fundamental supplies not specifically 
asked for by teachers or janitors. 
6. Supply rooms are o:rten :Lnadequate as to space, 
ahel ving, lighting, and protection 1'rom dust, re-
sulting in confusion, waste, and deterioration of 
stock. 
Variety of Supolies and Materials1 
A school system should t.2.se as few kinds of supplies 
for a particula r service, grade~ or subject as possible; in 
other words, the type and quality of each supply should be 
standardized for the who~e school system. For example, when-
ever possible there should be only one, or a few, kinds of 
penmanship paper, of blackboard crayons, of ink, and of other 
supplies for a particular grade or a department. An adoption 
of the practice just suggested will enable school systems to 
1Ward G. Reeder, The Fundamentals or Public School 
Administration (New York: The Macmillan Company, 193?), 
pp. 280-282. 
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purchase their supplies in larger quantities, thus making it 
possible to effect a cons~derable saving in price; the quan-
tity of any particular ~tem of material, rather than assort-
ment of items, is the bas~s on which vendors quote prices and 
sell materials. Moreover, the use of the practice suggested 
will make the administration of supplies much easier; for 
example, it is much easier to purchase, to requisition, to 
deliver, and to account for only one type of penmanship paper 
than to pe rform these necessary functions for several types 
of paper. Carrying standardization too rar, however, often 
results in handicapping service, and that should never be 
done. If, for example, the blackboards o~ the various schools 
will not permit the same kind of chalk to be used, as many 
kinds of chalk as are necessary should be purchased. More-
over, a supply item which may be appropriate for a certain 
grade may not be appropriate for another grade. 
Every school system, particularly if it is large, 
should maintain a standard supply list. This list should give 
the name of each supply item which is used in the school sys-
tem, and should also indicate the subjects, the grades, and 
the de artments in which the i tern is used. The supply list 
is much more usable if 1 t is divided into grades and depart-
ments; thus, it is helprul to have a supply list for each of 
the elementary school grades, and other l1sts for special de-
partments such as health, manual training, special education, 
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office, library, janitorial, and home ecor.tomics. It will be 
necessary to keep the list up-to-date as changes in the kind 
of supplies are made from year to year. ~ supply which was 
at one time the best is not necessarily aLways the best; the 
type and the quality of supplies change from year to year the 
same as school needs change. 
The quality of supplies for a particular service should 
be good enough to meet the demands of the service, but since 
most supplies are used only once or a few times, the quality 
does not need to be higher than that. Fo~ example, since 
p enmanship paper is usually destroyed as soon as the penman-
ship lesson is over, the cheapest paper that will stand the 
test should be purchased. If the retention of the material 
for any length of time is requ~red, a better quality should 
be provided. Unfortunately little experimentation has yet 
been done to ascertain the best kind of supply for a partic-
ular service; here is another fruitful fie~d for research and 
investigation. • 
Some of the more progressive school systems have ap-
pointed a committee, or committees, or assist in determining 
the kind of supplies to be used. On such committee, or com-
mittees, there should be representatives of the employees 
most vitally concerned in using the supplies. Thus, on the 
committee for educational supp~ies there s~ould be repre-
sentatives of the employees most vitally concerned in using 
the supplies. Thus, on the committee for educational supplies 
there should be representatives of the nurchasing department, 
of the teachers, of the ~rincipals , and of the supervisors; 
likewise on the committee for janitorial supplies there should 
be representatives of the janitors, of the employees of the 
purchasing department, and possibly of the employees of other 
departments. \•Tho should know more about the kind and the 
quality of supplies to be selected than those persons w.ho use, 
or direct the use of, sQch supnlies? Employees frequently 
complain, and justly so, about being cornnelled to use supplies 
which they have had no voice in selecting. 
In purchasing sQpplies there should be cooperation 
between the purchasing department and the departments which 
will use the sup lies . Thus, teachers should be consulted 
regarding the kind of supplies to be used under their direc-
tion; janitors should also have much to say about the type 
of supplies which is furnished them . On the other hand , the 
practice which obtains in some school systems of permitting 
each employee to order from the local merchant any material 
which he wants , without consulting school officials, should 
not be per mitted . In no event should supulies be purchased 
until the nersons who must use the suop~ies have b-een con-
sulted . Storerooms, basements , and attics of schoo~ buildings 
are frequently cluttered with materials which have been pur-
chased by p urchasing denartment , yet which could not be used . 
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Steps in Providing Supplies and Materials~ 
The first step is to ascertain the number of pupils 
who will be enrolled :1.n ea ch class or subject for each grade. 
By comp uting the amount of materials :from the standard dis-
tribution on a pe r-pupil basis, it will be possible to deter-
mine just what is required without the he.zard of a guess or 
rough estimate. 
The second step ie to tabulate the total requirements 
for each item, deduct the inventory, and submit the computed 
amount to vendors on a bid :f"orm. This will permit p urchasing 
in larger e.mounta so that advantage may be taken of' quantity 
buying. After t he bid. a have been compiled, they are reported 
to the Board of Education by the superintendent wi tb recom-
mendations for purchasing • After approval has been given, 
purchase orders are sent to vendors quoting the lowest prices 
for approved materials. 
The third step is to check and. inspect the materials 
as they are delivered to the central stockroom, to assure 
that quality and quantity are in conformity with specifications. 
\"here deli very is made directly to the school or to the class-
room, there is greater poss1 bill ty of improper inane ction. 
When the materials have been received in the central stockroom 
lMaterials of .Instruction, Eighth Yearbook of the De-
partment of Su ervisors and Directors of Instruction of the 
National Education Association (New York: Bureau of' Publica-
tions, Columbia University, ~935), pp . 12?-128. 
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and approved , they are delivered to the schools in terms of 
requisitions which have been nreviously checked against the 
standard distributions to assure that no more is de~ivered 
than is specified on "the distributions. 
The fourth and very :important step is the administra-
tion of materials w1th.:1n the classroom. This matter requires 
careful management on the part of the teacher to assure that 
all children receive the amount which is required :for the 
particular ac ti vi ty in which they are engaged. If tbe matter 
j_s left entirely to tbe discretion of the child, considerable 
waste will result, but it is .recommended that the actual ad-
ministration be delegated to the students under teacher guid-
ance. The teacher has many more important functions to per-
form in the way of stimulation, assistance, and int erpreta-
tion, which would be neglected if her time were given over to 
passing out supplies and textbooks. This activity can better 
be delegated to the sta.dents, but some pLan of budgeting should 
be developed to assure proper use. If this activity is to have 
any educational benefit e to the child, he should be given the 
opportunity to participate in planning the activity re.ther than 
have it autocratic ally imposed upon him. After the plan has 
been adopted by the class, either they or- the teacher can dele-
gate the actual work o:f distribution to members of the class. 
If the plan calls for a system of accounting, it will. provide 
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a valuable activity Which will facilitate the work in arith-
metic . 
The recommenda tions which have been presented are but 
suggestive and will require the working out of many details, 
through the cooperative efforts of all agents of the school 
system, in order to function properly. They represent desir-
able policies and suggest techniques which if out into effect 
will insure a more effective organization and management of 
materials than is practical generally, and will eliminate the 
p resent loss in instructional efficiency which has resulted 
from a lack of policy . 
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CHAPTER XX 
THE PRINCIPAL AS A PROFESSIONAL LEADER 
As goes the administration, so goes the school, has 
been suggested by leading educators . The principal has 
a responsibility to nurture professional development in 
himself and in his staff. He should coordinate and 
integrate the group in providing an ever-improved pro-
gram for student growth. 
Central.. Role of the Principal 
In Leadership and Coord.1.nation1 
During the present century, the elementary-school 
principalship has undergone significant changes, the net re-
sult of which ha s been to make this position one of the most 
important and significant administrative and supervisory 
posts in American education. Initially, the principal was 
merely a head teacher "'ho was made responsible for certain 
routine administrative duties in addi ti.on to his teaching 
duties, and who was ex-pected to assume a certain amount of 
res onsibility relative to dirficult di.sciplinary oases . 
With the trend toward larger elementary schools, it became 
common practice to relieve the principal of teaching duties. 
His duties were then rederined to include supervision along 
1A. F. Myers, et al . , Cooperative Supervision in 
the Public Schools (New York: Prentice -Hall, Inc., 1938), 
PP. 131-132. 
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with administration. Presently, it became apparent that 
supervisory effort in the eLementary school was bad.ly in 
need of coordination in the interest, first, of avoiding 
conflicting directions to teachers, and later, in the interest 
of achieving integration. Central-office supervisors tended 
to impose their program in their particular subjects upon all 
of the schools uniformly and ''lithout regard for the parti-
cular educational programs of those schools. It is now rather 
generally accepted in supervisory theory and practice that the 
principal is the educationaL leader of his school, and that 
all other supervisory officers whose work brings them into that 
school should be regarded as expert consultants and advisers 
of the principal, teachers, and pupils. 
The rapid increase in the qualif'ications or teachers 
is having the effect of stl-ll further modifying the position 
and work of the principal. Formerly, a well-trained and expe-
rienced principal might truthfully say that he could go into 
any of his classrooms and show the teacher in charge how to 
do better the work she was doing. This is no longer true. 
Today, in our best school systems, the f'ourth-grade teacher 
knows more about teaching the fourth grade than the principal. 
ever did or ever will know. The same is true of the other 
teachers. Under the conditions that prevailed formerly the 
principal was told that he should spend fifty per cent of 
his time in classroom visitation. This is no longer necessary 
or desirable. His time can be more profitably spent in other 
ways. The principal, under modern conditions, is the educa-
tional leader and coordinator, but not the dictator, of his 
school. He seeks advice more often than he gives it. He is 
the executive officer of the school in carrying out an educa-
tional program which has been arrived at cooperatively by his 
staff. His time should. be devoted largely to securing and 
coordinating the cooperative efforts of the staff, to facili-
tating the work of staf'f members through removing administra-
tive obstacles, to studying the educational needs of the com-
munity, and to interpre tl-ng the school to the community. 
Principal as Supervisor of Professional Growth1 
The principal thus ho:Lds a key position in the super-
visory field. He is the one who must see to it that 11 good 
administration precedes good supervision 11 and that 11 good 
supervisory practices should -r ollow upon sound administra-
tion . 11 His nrofessional leadership capacities are tested 
every day. The success of the supervisory program depends 
largely upon the skill of the p rincipal in identifying the 
problems in his own school, in. enlisting the enthusiastic 
participation of the teachers, pupils, and patrons of his 
school in a coopera tive attack upon those problems, and in 
lHenry J. Otto, Elementary School Organization and 
Administration (New Yo~k: D. Appleton-Century Company, Inc., 
1944), pp. 318-319. 
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coordinating such in-system and out-of-system resources as 
can be obtained. 
Among the in-s ystern resources will be the general and 
special supervisors, consultants, and research personnel em-
ployed by the local school system . One important thing :for 
the principal to kno\'1 is the talents of each of' these re-
source persons and hot¥ to enlist their contributions in the 
most effective manner. Usually general supervi sora bring to 
their work a broad background of proressional training and 
experience which makes it possible for them to g :1 ve expert 
assistance in the interpretation of courses of s "tudy and the 
objectives and materials of instruction. The :fact that they 
have occasion to visit extensively in the schoo 1 s of the city 
enables them to view classroom instruction, teacher diff.1.cul-
ties, and pupil progress and. achievement from a broader point 
of view than the principal may be ab~ e to do. The princ.1.pal 
thus has occasion to discuss the problems in his own school 
with one who can vie"Trr the work in a particular school in 
terms of the city as a whole. Frequently the supervisor may 
recognize and call to the at tent ion of the principal certain 
problems which had escaped him. If the principa.:::t. and the 
general supervisor can engage frequently in friendly, frank 
discussion of professional problems, 
haps both of them, may learn much of 
the principal , or per-
Yalue. Certainly the 
principal should utilize every opportunity to secure informa-
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tion and assistance from the general supervisor regarding the 
problems in his own building. 
1 Administrative Arrangements for Professional Growth 
The Detroit Citizenship Education Study, in which four 
elementary schools partic~pate, is a five-year program financed 
by a special grant from the William Volker Charities Fund, and 
sponsored by the public schools and Wayne University. One of 
the very first major findings of the study was that many 
teachers feel rushed a great deal of the time. For this rea-
son, the administration or the study has released teachers 
from classroom duties to attend faculty meetings, special con-
ferences, addresses by speakers from outside the city, and 
other activities necessary to their professional grov~h and 
development . Substitute teachers are employed to make this 
possible . With these advantages there is encouraging evidence 
of increased morale among the staff of the elementary schools 
participating in the study. It is reported that during the 
first year of the study the awareness of teachers regarding 
educational problems has increased. Complacency is being 
replaced by a desire to modify procedures to meet needs pre-
viously unrecognized. At the beginn~ng of the study, teachers 
1Education for All American Children, Educational 
Policies Commission, National Education Association and the 
American Association of School Admin~strators (Washington: 
The Commission, 1948), pp. 213-214. 
334 
exoected that all staff committees would be appointed by the 
principal or by some administrative officer. Now they operate 
through an elected steering committee which takes responsi-
bility for such activities. The staff of one school has partici-
pated in the development of a motion picture which shows the 
growth and development of children, devised a plan for modify-
ing the platoon organization in teaching reading and social 
studies, and carried on planning with the parents and students 
for a student council and hobby club. 
It is a tentative conclusion of the Citizenship Educa-
tion Study that the in-service growth of teachers in this kind 
of plan is encouraged by such factors as: 
1. A feeling of personal status, derived from partici-
pation in a project which has public and professional 
recognition. 
2 . Time for the teacher to reflect and confer with 
others. 
3. Recognition by administrative officers of initiative 
displayed by individual teachers. 
4. Reasonably detailed secretarial records of teachers• 
meetings, in order to show continuity and growth in 
planning . 
5. Availability of school supplies, with use of supple-
mentary funds available to the Citizenship Education 
Study. 
The Overton, Texas, schools frequently employ substi-
tutes for teachers who wish to attend professional conferences. 
For example, when a specialist from the University of Texas 
conducted conferences with individuals and groups of teachers 
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during the evaluation Program, subs ti. tutes were emp loyed so 
that regula r te ach ers could be released to attend the con-
ferences. 
The Nichols School , Evanston, Illinois, believes that 
te a chers need more time t'or planning with other teachers and 
with p upils a nd parents. Twice a lrTeek, from 2:30 to 3:15 in 
t he a fternoon, certa in tea chers are released for this work . 
Th eir pupils follow outside interests at this time. In addi-
tion, the school furnish ee for teachers the following assist-
A.nts: A full-time textbook secretary- who takes requests for 
books, sees tha t they are delivered, and keeps all book re-
cords; a mimeographer who duplicates .rna terials t'or teachers; 
a full-time stenogr apher; and a full-time bookkeeper . 
1 Developing Leaders in t h e Fa culty 
Education is a complex activity . Only by imposing 
upon an entire f aculty the total re s p onsibili ty of a school 
can the activity be carried on efficiently . The faculty, 
taking cognizance of the variety, quantity, and technical 
nature of thi s responsib.ili ty, is obligated to establish an 
internal organization that properly meets all asp ects of the 
total responsibility. This internal organiza tion must pro-
vi de for continuity of thinking and e 1'fective problem-solving 
1G. R. Koopman, A. Miel, and P. J. Misner, Democra c:t 
in School Administration (New York: D. Appleton-Century Com-
pany, 1943), pp . 51-52.-
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through the use of standard research techniques, accurate 
record-keeping, and genuine group thinking. It must also 
provide for a greater soecializa "tion of personnel to ensure 
a faculty group possessing in the aggregate an almost in-
finite variety of' com:pet encies. 
It is especially important that the classroom teacher 
become more and more of a. specia.3.ist in problems pertaining 
to the growth and development of' children and young people . 
Since the classroom teacher cannot hope to pas sess all the 
compe tencies needed to ensure the well-rounded development 
of all the members of his group, other specialj_sts should be 
available to supplement his own abilities. Thj_s means that 
the classroom teacher m1.1st be broadly educated and skilled 
in making wise use of other personnel . 
If it is cons ide red important that the classroom 
teacher be a specialist, it is only reasonable that he----b-e- ----
encouraged to develop qua.li ties of leadership that will allow 
him to make the maximum use of h.:l.s special abi1.i ties. Leader-
ship should be the funct :1..on of every teacher in a school. 
Each teacher should be regarded as having wi thi.n himself a 
potentiality both for lectdership and for service tending to 
express itself alternately and concurrently as the situation 
may indicate. The atmosphere of' the democratic school should 
be such to encourage the teacher to exert leadership confi-
dently and as needed. Only such leadership, expressed in 
33? 
this way, is truly democratic and creative. 
An administrative procedure that involves in policy-
making those most concerned with classroom leadership cures 
many of the present maladjustments in education by a sing1e 
stroke. 
Development of leadership and specialization on tr.te 
part of the classroom teacher does not mean that other 
s pecialists who have be en offering leadership will no longer 
be needed. The need for ~eadership is so great that the 
present personnel in such groups as general supervisors, 
directors of instruction, and supervisors and teachers or 
11 special 11 subjects will be much in demand regardless of the 
patterns of leadership service. The placing of the class-
room teacher in the role of coordinator of the experiences of 
the children in his group does mean that more attention must 
be given to im roving the relationships among al.l those who 
serve a group of children. Relationships between service 
agents and children must also be studied in each school system. 
1 
Principal's Evaluation for Teacher Growth 
So a committee began a study of this problem of teacher 
rating. A thorough study of many rating systems and much dis-
cussion of the subject ensued . Two conclusions finally were 
reached:--that it is desirable to have some method of evaluat-
lc. H. Pygman, 11 Wo rking Together for Teacher Growth, 11 
Educational Leadership, V (December, 194?), 185-18?. 
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ing teachers• work in order to maintain a high standard for 
the teaching profession, and that the main objective of such 
an evaluation is to im rove instruction through teacher 
growth. The committee further stated that teachers realize 
that in the teaching profession there must be some way to 
eliminate those who are misfits and those who do very poor 
work. It also reported that most teachers are willing and 
anxious to im rove t~eir work . How to devise and implement 
an evaluation plan triat would meet these needs and improve 
human relations was then considered. The result was the new 
and challenging pattern herewith presented. 
How the New Plan 'l.r.forks 
Before the close of the first semester principals 
are to write (in triolicate) an evaluation letter to each 
teacher new to the system. This evaluation letter should be 
a frank evaluation of the teacher's work. It should contain 
acknowledgement of trie teacher's strong points; recognition 
of extra-curricular lNork; praise for the things she has done 
for the boys and girls under her care, for the school, for 
the system as a whole; and constructive criticisms and sug-
gestions . 
These letters a.re to be signed by the principal and 
sent to the superintendent to be read and signed by him. 
The letters will then be mailed from his office. One copy 
will be returned to the principal and one filed in the 
3_39 
superintendent's off~ce. 
The principal should invite and urge his teachers to 
come in for a conference on their evaluation letter. The 
letter in itself is not en0 ugh. A face-to-face discussion 
of mutual problems contributes much to the high qual1 ty of 
human relations necessary to cooperative effort. 
Since this letter is of major importance for teacher 
improvement, much time, though, and consideration should be 
given to a fair evaluation of the teacher 1 s work, to the 
constructive critic isms and suggestions, and to the manner 
in whi ch they are expressed. 
Teachers are asked to keep in mind that their evalua-
tion letters are confidential. 
Since our state provides for tenure status after a 
two year period of probation, all new teachers ~rilL receive 
an evaluation letter each year for the first two years. 
After she is employed on a tenure basis she may or may not 
receive such a letter. 
Whenever 1 t is thought desirable the princi.:pal may 
give teachers who are on tenure an evaluation letter. Some-
times teachers ask for such an evaluation. At other times 
principals write a letter or commendati. on to teachers of many 
years of service expressing appreciation for their good work:. 
and splendid contributions to the profession . Some times, too, 
1 t is necessary to of'fer gui. dance and counsel to teachers on 
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tenure whose work does not measure up to accepted standards. 
In other words, after the two year probation period the letter 
is not required but may be used. 
Everyone Shares in Growth 
This plan has been functioning now for several years 
and the results are gratifying. Not only has it contributed 
to growth on the part of teachers, but it has led principals 
to realize the need of' working more closely with teachers in 
studying teaching procedures and curriculum content. To write 
such evaluation letters as are prescribed in this plan the 
principal must know his personnel and their individual prob-
lems. The principals have become leaders in the ins true tional 
field and co-workers of' the teachers who feel that they can 
find in their principal a source of guidance and help. The 
many conferences preceding and following the evaluation let-
ter are added helps i.n enabling the teacher to see that her 
p rincipal and the supervisors are interested in her problems 
and are willing to help in solving them. 
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CHAPTER XXI 
IN- SCHOOL RESEARCH 
The basis of school change and improvement should 
be cooperative study- by those involved. By this method 
the true nature of tbe problems will be recognized and 
change will be built upon a sound foundation. \fuen in-
school research 1.. s employed as a basis for imnrovement, 
the p roblem will be understood as real and solutions 
will be support ea by a spirit of group responsibility. 
The following s el. ect i one point up some desirable prac-
tices and principles. 
1 The Importance of' Research 
Many common problems of classroom teachers are only 
partially solved or have not been attacked experimentally. 
Differences of opinion based upon differences in experiences 
lead to disagreements regarding the teaching procedures to 
be followed in spec if" ic a i tua tions • The gaps in the research 
literature regarding rnany commonplace phases of teaching are 
large . These illustrative conditions indicate the need for 
extensive and careful classroom experimentation and other 
forms of research in the schools. Cooperative efforts of 
teachers, principals, and other worAers are essential if many 
of the obstacles to sound learning are to be removed from the 
1George c. Kyte, The Principal at Work (Boston: Ginn 
and Company, 1941), P:P. 342-343, 
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school program. Educational literature contains numerous 
examples of the excellent research work which teachers and 
p rincipals are doing :1.n their efforts to solve important 
problems. 
The thorough appLication of research techniques to 
problems of the classroom improves instruction. In order 
that the research procedll.res may be selected wisely and ap-
plied correctly, principal and teachers must study them 
thoroughly. In fact, the work of the principal has become 
so involved in activities requiring scientific precision 
that he should obtain formal instruct~on in research techni-
ques under a competent teacher of research. Then the princi-
pal may utilize them extensively in the school. 
Practically a~l types of investigational procedures 
are applicable to the work o~ the echo ol. There is need for 
historical studies, legal research, s1.1rveys, statistical 
studies, experiments, philosophical research, and case studies. 
Four techni ues in partie ular--ex:perimentation, statistical 
research, surveys, and case studies--are especiaLly applicable 
to the common problems of teachers. G-uides to the methods of 
research should be readily available f'or their use. Many 
helpful books of this nature nave been published. 
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Planning a Research Program1 
If research is to be effective in running a school 
system it must be organ:l. zed and directed as a service feature 
of the system and must be available to all parts of the sys-
tem and all aspects of the work at all stages of .1 ts _:progress. 
To bring research to bear in this manner it should be care-
fully planned to fit the needs for such a contribution . As 
is true of the curriculum, the social program, gul.dance, or 
sup ervision, it must be participated in by those who are to 
use its results l.n their work. For a teacher or a counselor 
to participate, thought rnust be given to the basis of' such 
participation. First, does the teacher, for instance, sense 
a problem in his work '\t!herein research may be a sui table ap-
proach? What is needed :1s that the teacher shall become a 
definite partner in the enterprise. Second, what ta.l.ent has 
the teacher for a contribution and what time and f'acili ties 
has he for assisting? Tbird, can the problem be solved in 
time to be useful and at a cost that would warrant the ex-
pendi ture and possibly the omission of other researches that 
are needed? Assuming that research is to be avail.abl.e to 
all divisions of the service, from the care of buildings and 
the purchase and storing of supplies to curriculum-making, 
lJesse B. Sears, Public School Administration (New 
York: The Ronald Press Company, 1947), pp. 300-301 . 
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supervision, and teaching, it is obvious that a budget would 
have to be made as a basis for limiting the service, and ac-
cordingly that the service itself ould have to be planned. 
In the be at bureaus the research program i a built in-
to a plan projected ahead ::for the year somel-Tha t after the 
1 
fashion of the school budget. In such cases the research 
problems are selected on the basis of a study of" need through-
out the system for answers to difficult problems. A second 
characteristic of the best bureaus is their tendency to stimu-
late individual or group study and experiment throughout the 
system and to draw into research projects those who later will 
be responsible for putting the results of research to work in 
practice. To put the bureau of research on this sort of basis 
is not simple. It is easy for a bureau to become a place 
where statistical drudgery is handled and where real scientific 
imagination has no place. A positive, aggressive, vigorous 
bureau has to be deve~oped; it cannot be left to grow up like 
Topsy. 
Function of a Survey in Formulation of a Policy2 
The earlier surveys laid rather more stress upon eval-
uating the efficiency of school systems, as they were found, 
1Jesse B. Sears, 11 .Administration of Public School Re-
search Policies( 11 Jou~nal of Educational Research, XXVI 
(November, 1932J, 186-198. 
2Jesse B. Sea~s, Tbe School Survey (Boston: Houghton 
Mifflin Company, 1925) , pp • 10-11. 
than upon the problem of :formulating policies and plans . The 
later tendency is to furnish not only a critical evaluation 
of the system as it is operating, but to present and inter-
pret the facts necessary :for the formulation of a school policy 
for the future. 
It is comparative1y easy to carry out a plan of action 
in education, once it has been formula ted. The statement of 
aim, and the determination of a line o 'f procedure require in-
sight and a comprehensive understanding of the whole si tua-
tion involved. If for no other reason, economy alone demands 
that the modern school system must be operated in terms of a 
definite policy, and this applies to t.he work of the teacher 
as well as to that of the superintendent. 
A full statement of a school policy would include: 
1. A statement of aims. 
2 . A plan of procedure for the at 'tainment or those aims. 
3. A statement of the principles "that are to guide in 
the execution of the plan of procedure. 
The superintendent must decide whether the schools 
would provide training for all the peopJ e, or for-the chil-
dren alone; whether that training shall be purely bookish 
and academic , or in part vocational in character; whether he 
will use a budget system of finance, or no system; and whether 
he will employ a relatively large or a relatively small staff. 
The supervisor must determine the general aims or instruction, 
and must follow some consistent plan 1 n the training of his 
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teachers. The teacher must determine the specific aims of 
her instruction, and be guided by certain principles in the 
management of her pupils. Thus, every school officer, not 
only must aid in the execution of the general policies of the 
schools, but each must formulate his or her own lesser pol~-
cies touching the details of the larger plans. In all this 
there must be a reason for every decision, and that reason 
must be based upon facts. To find these facts, and to inter-
pret them, is the function of the school survey. 
Research and Committee Workl 
It is necessary, if one would keep intellectually 
alive and growing, to maintain an open mind toward new theo-
ries and methods, toward change and progress, and to be 
interested in making investigations and in the results of 
investigations. Although we do not advocate that the teacher 
turn his classroom into an experimental laboratory to investi-
gate all manners and types of educational theories and 11 isms, " 
we do wish to go on record as favoring some research on prac-
tical topics on the part of teachers. Not only will this 
research help to keep the teachers open-minded, but it may 
result in the discovery of a new method or technique, or the 
improvement of an old method of technique. The most charac-
lward G. Reeder, The Fundamentals of Public School 
Administration (New York: The Macmillan Company, 1937), 
pp . 98-99. 
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teristic feature of education during the past two or three de-
cades is its attemvt to secure a scientific basis; surely 
such a basis is needed. In spite of the excellent beginning, 
it cannot be truly said that the science of education is more 
than in its infancy; it has hardly outgrown its swaddling 
clothes. Cooperation of all teachers is indispensable if the 
progress of the science of education is to be accelerated. 
To date, practically all of' the research in educa 1;ion 
has been done in the college and universities. This probably 
results from the fact that one of the historic functions of 
colleges and universities and of the professors therein has 
been the conducting of research, and from the additional ~act 
that the professors have been especially trained for, and 
supplied with the equipment and assistance for, such work. 
We believe, however, that the opportunity of the elementary 
and secondary school teacher has not been realized in this 
respect. \Vho has a more ideal set-up for making educational 
investigations of a practical nature than the classroom 
teacher? His situation is entirely natural, for he has the 
pupils in their natural ha.bi tat; he has the opportunity to 
study them under school condi tiona that are normal--condi tiona 
which do not always exist in the experimental laboratories 
of the colleges ana. universities. 
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Cooperative Research Projects1 in Which Teachers Participate 
Teachers have opinions; the principal may a ccep t or 
tolerate some; he may reject, or snub, or argue down others. 
If he wise, ho~ever, the principal will recognize the right 
of all teachers to their own opinions, if they are willing 
to test them out. 
He thus can encourage a considerable amount of simple 
research among his teachers. The school records are a mine 
always waiting to be worked by committees of teachers of dif-
fering opinions. Classroom p rocedures offer endless oppor-
tunities for balanced experiments. The activities and inter-
ests of children, both in and out of school, furnish source 
materi a l for cr.tallenging the contents and methods of specific 
subjects, and d..ata concerning results of curriculum provisions. 
Such p roblems as are :1.nvolved in the scholarship of 
students who participate actively in student activities of 
one kind or another as compared with the scholarship of those 
who do not participate, or of those who work for support as 
compared with those who do not, are always easy to launch be-
cause there are such dramatic differences of opinion regarding 
these relationship s in every faculty. The desirability of 
homogeneous grouping; the eff~ciency of pupils who have dif-
lp. \~ . L. Cox, and R. E. Langfitt, High School Ad-
ministration and Supervision (New York: American Book Com-
pany, 1934), pp. 592-593. 
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ferent preparatlons ror advanced courses--for example, the 
pupils who have had 11 direct 11 method French during their first 
year--as compared wi tb those who have follo't'led a reading and 
visual vocabulary and grammar method; the relations between 
command of mathmetics and success in physics or chemistry; 
the effect of size or class upon effectiveness of instruction; 
the relative effectiveness of laboratory practice and of 
teacher demonstrations in teaching sciences;--these and hun-
dreds of other questions involve differing teacher opinions _ 
The teacher-research may not prove one individual right and 
another wrong, but it may develop tolerance and inquiring 
minds. 
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CHAPTER XXII 
IN-SERVICE TRAINING 
Adequate preparation to do the best job possible 
seems to be a continual process . In following the 
pattern of learning by living many schools are ot'fer-
ing training programs to the staff on the job. The 
situations, problems, and questions are real and 
timely. Suggestions can be thought out, tested, and 
evaluated immediately. Recommended programs can be 
supervised in the ac-tual learning situations by 
qualified authorities . Various aspects of this pro-
gram are presented below. 
The Need for an In-Service Training Program1 
"In-service training" is a term s omewhat loosely and 
vaguely used in educ a tion, and its relationship to supervision 
is often not made clear. ----~-----'--------'--- In-service training, from the point 
of view of this book, is not synonymous with supervision; it 
is a specific and delimited part or supervision. It is that 
part of the total supervisory progral:!l concerned with the 
growth of the members o:f the school staff in their ability 
to carry out specifi. c, immediate duties and responsibilities. 
The total program is concerned with the total growth of the 
staff, not only in ability to handle specific immediate 
lJames H. Fo.x, Charles E. Bish, and Ralph T.v . Ruffner, 
School Administration Principles and Procedures (New York: 
Prentice-Hall, Inc., 1947), pp . 16?-168. 
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assignments, but also in general personal gro1.vth and the 
development of potentia~i ties for possible future promotion. 
The term 11 in-service train1ng 11 assumes more meaning 
when it is applj_ed to a speci 1'ic group of workers in terms of 
a planned program. Thus, 11 the in-service program for teachers" 
is that part of the total supervisory program which is con-
cerned with training teach era while they are on the job to do 
their immediate jobs more effectively. As such, it is con-
cerned with specif'ic teaching problems in the school . And 
from general supervisory techniques or procedures, those 
techniques or procedures are selected which are most appli-
cable to the prob~em w.1 th which the in-service training pro-
gram is concerned. 
Although atten"t~on is focused on the in-service train-
ing program for teachers, such a program should also be pro-
vided for all members or the school staff. A school adminis-
trator may often discover that clerical and custod1.al per-
sonnel are not adequate~y trained. An in-service training 
program for schooL clerks or custodians should then be organ-
ized to correct these deficiencies. The general pattern of 
an in-service training program for teachers will indicate the 
pattern for members otbe r than teachers. 
The necessity for a supervisory progr am is indicated 
by the fact that all teachers need to grow continuously, both 
professionally and personally ~ if their teaching ef'fecti veness 
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is to continue to increase. This need underlies in-service 
training as well , since it is a part of the total program. 
Three conditions, found singly or collectively in nearly all 
schools, point out the specific need for an in-service train-
ing program. They are: 
1. The pre-service training of teachers may be inade-
quate in terms or their assignments. 
2. The quality of teaching is increasingly influenced 
by the actual e~eriences which teachers have on 
the job. 
3. Administrative policies may ce.ll for special train-
ing to enable teachers to carry out these policies 
as applied to their specific assignments. 
The Principal and a Democratic In-Service Program1 
The princ :1pal who would have his school contribute 
as effectively as possi bl. e to the continuing growth of pupils , 
of members of the school staff, and of the parents in the 
community will promote the study of needs, difficulties, and 
tensions, both current and impending. These problems will 
be attacked sometimes individually by the principal working 
alone , more often with teachers or perhaps with parents work-
ing with him as individuals or in groups . He seldom says, 
"Thou shalt 11 ; he often says, 11 Come let us try. 11 Out of pro b-
lem situations come the p'lans, not the principal's p~ans but 
lvlorth McClure , 11 Fundamentals of In-Service Improve-
ment, 11 In-Service Growth of School Personnel, Twenty-First 
Yearbook of the Department of Elementary School Principals, 
XXI, No. 6 (Washington: Deoartment of Elementary School 
Principals of the National Education Association, 1942), 
238-240 . 
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11 our plans 11 --part and parcel of the larger plans of the school-
board for the system in which the school is located, plans to 
which other schools similarly contribute. 
Malting new plans. --An important task of leadership is 
that of seeing to it that new plans are developed and that 
they are revised from time to time in the light of continuing 
observations. Out of this ongoing experience nevr problema are 
defined, which are attacked cooperatively. There is nothing 
like cooperative effort to unify, to integrate, to educate, 
and above all to keep realistic the cooperators, of whom the 
principal is one. That is why the democratic way is best. 
It is the way of growth . It may be slower than leadership by 
decree but it :1s more enduring. 
Follow:1ng thru.--Important is the follow thru, as any 
golfer knows. Here, again , the principal is chiefly respon-
sible. Results must be checked by means of classroom observa-
tions, individual and group consultation with teachers and 
other members of the corps, tests, examinations, and other 
devices of evaluation. In order to maintain a perspective 
that otherwise might be lost because of closeness to the job, 
the principal with the help of the teaching corps seeks of-
ten to view the school thru the eyes of laymen, the superin-
tendent, and the board of education . 
Avoiding busy-work.--Nothing that has been said here 
should be taken to condone the 11 busy-work 11 approach to teacher 
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participation. The problems studied must be real problems. 
They must be roblems that can be solved at least in part as 
the result of cooperative nlanning and coordinated work. It 
is not at all necess ary that every member of the staff be a 
member of a plann~ng group all the time or that the principal 
hold round-table discussions over matters of routine . Help-
ful suggestions often are best secured by way of bulletin re-
quests, a s was recently done by one principal in regard to 
ways of economizing on writing paper when there was an impend-
ing shortage. Most deadening is the effect of asking a group 
of teachers to study a problem and t h en filing their carefully 
p r epared recommendations to gather dust in the archives. 
Teachers quite properly resent mere 11 busy-work 11 and will not 
long follo w a leadership that is devoid of common sense . 
Starting with needs.--The fact that successful learn-
ing , not only of children but of adults as well, is directly 
proportional to the active cooperation of the learners has its 
implications for teachers meetings , bulletins, professional 
study, classroom observation, and other well-known devices in 
supervision. For example, teachers meetings are not ends in 
themselves; they a re merely the means of defining oroblems, 
of exchanging idea s for their solution, and of planning co-
operatively for the school a s a hole . Professional reading 
and study often grow out of needs revealed in these democratic 
processes . Bulletins, in the situation here described, may 
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be used for record1r1g plans, for summarizing the results of 
pr.evious study, or :Cor convenient reference. Too often teach-
ers meetings are hi~hly formalized, largely because tha t is 
the traditional stuCLy approach. That such meetings are gene-
rally distasterul te> teachers is convincingly shown by the 
plethora of 11 terat ure on 11 how to vitalize teachers meetings. 11 
Utilizing the 11here and now".--Consideration of the 
teachers' own currertt problems breaks down the traditional, 
formal approach ever1 tho the study of such problems means, 
of course, the occasional use of some that may be regarded as 
trivial. The :principal may begin by asking different members 
of t he corps to tal~ about their work, with questioning if 
need be to draw out ~roblems. Then the common problems thus 
derived will p rovide a convenient starting point for coopera-
tive study. 
Not long ago a principal confessed rather shamefac edly 
that there had been no 11 professional study 11 in his school for 
a year. The reason as that his entire staff had been too 
busy with the problem of study conduct in assemblies. A 
teacher committee had gone into the underlying causes of the 
disturbing situation and had recommended an entirely new ap-
proach to school assemblies. After thoro consideration and 
some modification or the plan, the corps had accepted it and 
put it into ef:Cect. But there had been no "professional 
study, 11 because nothj_ng had been done by way of formal reports 
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on some new profess~onal book~ 
Important, of course, are professional reading, addi-
tional study f'or co~lege credit, and all the excellent actj_-
vi ties described elsewhere in this yearbook. But, if any 
principal holds meetings just for the sake of holding meetings, 
or assigns book re_ o rts for the sake of having book reports, 
he bas let the means become ends in themselves . He has for-
gotten the vi tal principle that the processes of democracy 
are growth processes and that the problems of democracy are 
the tensions out of which growth processes are stimulated and 
kept active. 
Observing what succeeds. --Visits to classrooms are 
for the purpose of observing children--not teachers . Plans 
have been set up and a program of living adopted with a view 
to promoting the continuing, optimum growtt of pupils. The 
way these plans actually work out in the classroom and in the 
school generalLy is a matter which requires observation and 
study by the pr 1ncipal and teachers together. The principal 
comes into the classroom to help observe child growth, to 
gather suggestions that will be useful elsewhere, to assist 
the teacher to examl. ne difficulties that may afflict children, 
to bring additional resources to bear on problems if necessary • 
'When the principal observes in this spirit and consults to 
this point, classroom visits will cease to be 11 visitations. 11 
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Traditional supervision, with its microscope trained 
on fragmentary technics, could hardly fail to produce defensive 
reactions inhibitive of growth. Conversely, the "standing-by 11 
attitude of the principal, his "let's study it together , 11 his 
tacit disclaimer of infallible wisdom , render the situation 
impersonal and go far toward securing wholesome teacher coopera-
tion. Certain ~t is that supervision in the old sense--its ex 
cathedra approach, its emphasis on weaknesses, its ritual of 
meetings, bulletins, visits, and tests--was too often the 
bogeyman in the schools of yesterday . In its place cooperative 
study, based upon strengths and successes 1 involving the prin-
cipal, the teac~ers, the pupils and their parents, gives pro-
mise to the schools of tomorrow. 
Importance of In-Service Trainingl 
The members of no profession or vocation have a larger 
opportunity for self-education than the members of the teach-
ing profession . Teachers are engaged in the business of edu-
cation. Their ~hole environment is conducive , or at least 
should be conducive, to intellectual growth . Always they are 
dealing with minds , the most stimulating things in the world. 
We are making a plea, therefore, for a life-long con-
tinuance of the professional gro th of teachers. Such con-
1ward G. Reeder, The Fundamentals of Public School 
Administration (New York: The Macmillan Company, 193?), 
pp . 90-92 . 
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tinuous training is of large importance for the following 
reasons: 
In the first place, as was indicated in earlier para-
graphs of this chapter, most teachers enter the profession 
with only a small amount of training f'or their work. tfuereas 
teaching is one of the most difficult and important profes-
sions, and s h ould in consequence be engaged in only by per-
sons who are well t .rained, only about one-half of the teachers 
of the United States have what may be called the "minimum of 
respectability 11 in training, namely, two years of college pre-
paration. A l.arge percentage has much less than this minimum; 
in fact, thousands of teachers have no more than a high school 
education, and. many do not have even that. Training in ser-
vice is especially necessary for this group of inadequately 
trained teachers. 
Training in service, however, is not urged for the 
inadequately prepared alone. It is of' vital importance to 
those who have spent a much longer period of time in the 
teacher-trai n.L ng in sti tu tiona . Complete training before the 
teacher enters service cannot be secured in a teacher-train-
ing institution . It cannot be secured because the novitiate 
lacks the experiential background. Before the novitiate can 
gain full competence and confidence be must try out his theo-
ries and techniques in an actual teaching situation; he must 
secure the :feel of his work . 
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In the second place , training in service is necessary 
because teaching efficiency cannot remain static. Teaching, 
like most proressions , is progressing rapidly. Educational 
theories are under constant criticism and revision . Experi-
mentation and investigation are constantly bringing forward 
new methods and new techniques, and are making us more famili-
ar with that most baffling thing in the world--the working o~ 
the human mind. With such discoveries the teacher must be 
familiar if he expects to keen abreast of the profession . 
A teacher once trained is not always trained. In 
fact, a teacher who may have been graduated from a first-rate 
teacher-training institution only a few years ago could not 
be called a trained teacher today unless he bas read the 
pedagogical literature appearing in the meantime and has 
taken other steps to keep informed on progress which has been 
made in the profession . Persons who have been out of the 
teaching profession during only a few years upon reentering 
it find that they are "back numbers; 11 to get up-to-date they 
must spend a large amount of time in ascertaining what has 
happened during their absence . \1e have seen l'lell-trained mis-
sionary teachers go to out-of-way places in foreign countries, 
who, in tlvo or three years upon their return to this country, 
have found that they were largely 11 back numbers, 11 because 
they had not been able to secure and to read the pedagogical 
literature appearing during their absence. 
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Basic Puroose of an In-Service Workshop1 
As indicated earlier, the purpose of our curriculum 
study and orkshop was to produce a change in people. It was 
to interest teachers in children and their needs rather than 
chiefly in subject content . No attempt was made to produce 
written courses of study or units of work unless they were 
natural outgrowths of the study underway. The recorders of 
each group kept an account of the decisions reached . Some 
have developed into complete outlines representing new con-
tent and apnroach to objectives desired . 
The complete history of our workshop, then , was a 
composite of the efforts of all participants insofar as it 
could be recorded . Much of this is being reproduced for all 
our teachers and will serve as suggestive source material . 
More important is the change that has come about in the atti-
tude, interest, and enthusiasm of teachers and students as 
reflected in the work both are doing and the reaction of par-
ents who have children in the experimental classes. 
Recognizing from the outset the imperative need for 
parent understanding, representative lay persons have been 
brought into committees determining policies and content . 
When teachers become interested first in children and then 
1Lester J. Grant, 11 \'lorkshops Contribute to Curric-
ulum Development , " Educational Leadershi£, VII (January, 
1950), 246-247 . 
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in content, parents ~re necessarily drawn nore intimately into 
the picture. This, too, is already reflected in the greater 
use of our school gu.:1.dance services by classroom teachers. 
Although we do not yet have any objective test data 
to prove that we are doing a better job now than before, and 
we have not produced volumes of teaching units, it is obvious 
that the staff study, interest, and sincerity of purpose will 
result in more understanding teachers a.nd more effective 
teaching . Two teachers in one of our junior high schools have 
already shown the eft' ecti veness of these improved techniques 
by practically eliminSlting all school discipline problems in 
a group of slow-learning children. For the first time these 
children are important, their successes are recognized, and 
they have a place in the sun. 
We have seen a. marked change in people , which we be-
lieve is the only true curriculum revision. It ,.ras brought 
about through the coo~eration of our state teachers colleges 
and university w:1 th our local staff and community in an ef-
fective in-service pro gram . 
Support of tlLe In-Service Training Program1 
The in-service education of teachers had traditionally 
been thought of as an individual affair. Particular teachers, 
1K. W. Bi.gelov.r, "In-Service Teacher Educa tion--Impli-
cations for Administra. tion and Support, 11 Childhood Education, 
XXII (January, 1946), 200-231 . 
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lacking a bachelor's or master's degree, were encouraged to 
"bring themselves up to standard" via the summer session or 
some other rout e. Of, if the degree of "preparation" could 
not be quest ion ed, 'Periodical demonstration of "alertness" 
wa s a sked for. Response might be required, or it might at 
least be stimulated by the linking of promotion and salary-
incree.se pas sib ili ties to evidence of continued study. In 
any case the ap neal was individualistic . Under such circum-
ste.nces it seemed evidently appropriate that the costs of 
continued educa~ion should be borne by each particular teach-
er involved. 
But such programs of in-service education as have 
been dealt with here are institutional in character; they 
attract individual teachers not as such but as members of 
a school sys tern team; t h ey call for narticipation by those 
with the best prior educa tion as well as by those with the 
least . Moreover tt1eir auueal bears no relation to the degree 
in which various teachers feel able to make a r~nancial in-
vestment in them. And finally any effort to obtain such 
investment by proml..se of consequent salary benefits would 
be inconsistent with the basic aim of general- participation. 
It follows that the cost of such -p rograms must be 
considered as fundamentally constituting a proper and neces-
sary charge against school system budgets. Any why should 
they not be? The cost of supervision has long been accepted , 
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and good supervision is certainly a species of in-service 
education. Indeed good supervision is increasing~y seen as 
providing leadership in voluntary group study. In any case 
the improvement of school programs in a period when teachers 
are averaging extended years of service, when soc~al changes 
are steadily challenging education, and when significant new 
knowledge relating to the teaching task is rapidly emerging, 
clearly requires increased budgetary provisions for the sup-
port of such activities as have herein been considered. 
For '\r'That purposes may such funds deeirably be em-
ployed? First to supply adequate leadership and other re-
sources for study groups . This may imply an increase in 
central-office services but is at least as likely to suggest 
providing relief for classroom teachers in order that they 
may for a time carry suecial responsibilities. While it is 
by no means thought that study groups should invariably 
meet only on 11 school time" this may sometimes be desirable 
and call for special arrangements. Suitable books, films, 
and other study materials should certainly be made available :r 
as well as adequate clerical facilities. Provision for ob-
taining sufficient help from first-rate outside consultants 
is essential. 
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CHAPTER XXIII 
CO~MUNITY RELATIONS 
Today there are few administrators who exo ect pas-
sive cooperation from the public they service . Instead 
actl ve cooperation of the complete community is being , 
sought. When the program of learning is on a sound 
basis, public interest in the school is encouraged and 
this interest is utilized for further improvement. 
Business and public agencies alike are recognizing 
the importance of amiable public relations. 
1 Basic Prine iples of' a School Publicity Program 
There must be something North interoreting . The 
first step in sound public relations is to organize and to 
direct a good school system. All the publicity that may be 
devised by the cleverness of a genius can not convince the 
public indefini te~y that an inefficient school system is a 
community asset. 
The educational oro gram should be clearly stated. 
The public \vill tend to have confidence in a school system 
which seems to know where it is going . Uncertainty and doubt 
as to ho\v tax money is being spent leads often to revolt . =rn 
cooperation with the board of education the sup€\rintendent 
1 School in Small Communi ties, Seventeenth Yearbook of 
the American Association of School Administrators of the 
National Educat-ion Association. (il/ashington : The Association, 
1939) ' p . 287 . 
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should outline a long-time educational program for the dis-
trict . 
Educational interpretation is a two-way Process . The 
superintendent and the teachers should assume that the public 
is as interested in the schools as they are . Laymen like to 
have the opportunity to advise and to suggest on educational 
matters . Opportunities must be Provided for lay participation 
and discussion . Interpretation, like learning, is a 'give-and-
take 1 activity . 
Coordination must be systematically provided . There 
needs to be unity of purpose among those who speak and act 
for the schools . vlithout general understanding of the inter-
pretation objectives, speeches , newspaper articles , or even 
classroom ac ti vi ties may appear to contradict the public 
relations program. 
Continuous verification and testing of procedures are 
essential . o program of interpretation can be so carefully 
planned as not to require continuous observation and edjust-
ment . Attention should be given to the trends of public 
opinion , the timeliness of appeals, the suitability of various 
media , and the apparent effects upon the various 'audiences 1 
in the community . 
Purooses of a Public Relations Program1 
Every business organization and every industry hich 
1J . E . Pease , "Good Public Relations \'lin Supnort, 11 
Education , LXVI (June , 1946) , 611 . 
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has something to sell uses every possible and effective me-
thod of advertising to all the attention of the buying pub-
lie to its p roduct . They have something to sell, and their 
very existence deoends on whether or not they sell their 
products . About the time of the last World War , school 
people were continuing \V"ith the problem of 11 selling 11 the 
schools because significant and far-reaching changes were 
being made in the curriculum to meet new conditions . More 
financia.l support e_s needed to carry on the added services, 
and so it was necessary to work for greater financial aid by 
11 selling 11 the idea to the public. 
Today, more emphasis is being p laced upon interpret-
ing the schools r e ther than upon the 11 selling" of them, for as 
pointed out, schools need the support of groups who under-
stand their problems and needs . Follo ing are some of the 
purposes or reasons for a Public Relations Program: 
To int eroret the curriculum, ne'\'1 methods of instruc-
tion and procedures . 
To interpret and explain the extra-curriculum, in-
cluding athletics , rorensics , music activities , school clubs, 
etc . 
To explain the financial support and needs of the 
schools . 
To pre sent long-range building programs and bonding 
campaigns . 
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To explain recreat~onal projects. 
To explain and discuss ways and means of cooperating 
with business and industry in vocational placements. 
To promote programs of health and safety education. 
To encourage the support of adult education programs. 
To stimulate community group discussions on post-war 
and international :problems. 
To cooperate with the churches in planning for the 
spiritual experiences of children. 
To explain the training and service of the teachers. 
To promote the guidance service and explain the 
testing program. 
To present the work of the Board of Education. 
School peonle must bave utmost confidence in the things 
which they are doing and in the services which they are offer-
ing. They must be 11 sold 11 on the thing they want to 11 sell 11 or 
interpret, be it in the field of the curriculum, a campaign 
for a new building, a program of adult education or any one 
of a dozen things ~hich might be mentioned. 
1 Seven Concepts of School Public Relations 
Among functions of the school administrator, those 
having to do with the administration of practices designed 
1Harlan L. Hagman, 11 Seven Concepts of School Public 
Relations, 11 Nation• s Schools, XL (November, 194?), 23-25. 
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for the betterment of' school public relations are least well 
defined. T'he lack of clear organization and definite purposes 
in this fie~d is di:ff'icult to account for, since school admin-
istrators generally accept as a major task the maintenance of 
satisfactory relations ltrith the community. 
It may be su.spected that in spite of some play on 
words ( educa. tional interpretation, for example) school public 
relations has some unfortunate connotations. It may be that 
whether the adm:1.n:1.strator speaks of educational interpretation, 
social interpretation or public relations, he feels he is 
sp eaking of administrative functions that are not quite re-
spectable. And, surely, i:f advertising, selling the school.s, 
p ersonal advancement or other similar ends are the objects of 
the school p ubll..c relations program, the embarrassment of the 
administrate r ma.y be his properly. 
However, l..f :1 t is demanded that the purposes behind 
school public relations activities be high educational pur-
poses, and that the activities themselves be necessary ones 
in the educational. program of the schools, the administrator 
may regard his administration of school public r--e-1-at-1-o-n-s ---as 
a worthy activity. 
A listing of concepts may be of service in defining 
the area of this adminiatrative function and may indicate 
what may be exue cted in present day p ractice. The appella-
tions, applied someti mes satirically, afford in themselves 
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suggestions of tbe natures of the concepts described. 
The "LittLe Nell" Concept.--Prominent in any discussion 
of school p~blic relations administration is the concept of it 
as a form of suppLication. Whatever the stress, the campaign 
slogan is 11 Save Our Schools. 11 The attitude is a prayerful one. 
The tone is that of an appeal. Emotion is high. The heart 
throb touches the voice as the cry goes out to save the schools, 
shivering in their rags, from the cold winds of adversity and 
the hardheartedness of the taxPayers. 
Since Little Nell , by the nature of things, is often 
in need of rescue, supplication in her interest is not to be 
disapproved. But a program of school public relations consist-
ing only of ~ild ~ides to the rescue would seem to develop a 
falling interest on the part of the public in spite of high 
emotion on the pa~t of the supplicant. It has the added dis-
advantage of fixing attention upon weaknesses rather than upon 
strengths and upon discouragements rather than upon hopes. 
It does not appear that a lasting state of good public rela-
tions can be built thus. 
The Ounce-of-Prevention Concept.--The cautious whisper 
their worry about the pound of cure while adminis tering their 
little vaccinations. The pricking and patching and dosing 
go on under the narne of school public relations. The expecta-
tion is that bad t~mes for schools will recur but that ill 
effects will be alleviated by whatever steps the schools can 
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take in anticipation of hardship. The activities in school 
public re~ations compose what is called sometimes 11 internreting 
the schools. 11 It is felt that if the school patrons understand 
what the schools are trying to do and are doing , continued sup-
port may be expected in all wea.thers. Since public understand-
ing and acceptance are assurances of support, in some degree 
at least, interpretation of the educational program is highly 
desirabl. e. 
The weakness in building an entire program of school 
public re~ations on this concept is that the approach is essen-
tially negative. It would appear that important progress or 
a dynamic program would not be brought about by an administra-
tion chiefly concerned with anticipation of storms ahead. 
Interpreting the schools to the public has a part in a program 
of school public relations conceived as educational leadership . 
The approach wouLd be a positive one with all the strength of 
the positive. 
The Fire Wagon Concept.--A third understanding of the 
nature of school public relations administration would seem 
to make it the apparatus held in readiness for an alarm. \~en 
the fire breaks out, fire wagons roll with clanging bells and 
screaming sirens. When the danger is over, the equipment is 
put away :Cor the next alarm and life at the firehouse is 
placid again . The superintendent of schools can file away his 
. 
campaisn posters, his handbills and his newspaper clipnings. 
381 
The board members can resume their regular assemblies in the 
quiet of the board meeting room. The teachers can move over 
beaten paths with no anxious glances tot<~ard the horizon. The 
shiny , red fire wagon stands ready in the firehouse. 
It is desirable to have the equipment and the technl cs 
to meet emergencies. It is doubtful that school-community 
relations are fostered desirably by campaigns in times of 
crisis. If the program of school public relations is built 
only on the fire wagon concept, it is likely that sooner or 
later the speeding fire tvagon will be too late for the fire. 
Tbe Sho~ Window Concept.--Another concept may be 
called the show windo\v or putting-the-best-foot-forward con-
cept . Exhibits, concerts, plays, newspaper notices and 
speakers' bureau provide views of the school program. The 
school's show-worthy productions are selected for exhibit, 
causing a not uncommon confusion on the part of the unintiated 
as to what the educational program as a whole consists of. 
Activities which are less spectacular and more diffi-
cult to Qramatize, although sometimes equally vorthy or more 
worthy in educational benefit, are not in the sho'\v window, 
desirable though it may be to afford the community a complete 
understanding of the school. Plays, concerts, and other 
exhibits have their place in the school's program of public 
relations. But the sho indo'I..Y concept in itself is insuf-
ficient as a concept of a long term, educationally progressive 
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program of school.. public relations. 
The Golden Stairs Concent.--It seems that if some 
schoolmen were to answer a question in all frankness, they 
would affirm their belief in school public relations adminis-
tration a.s a means of climbing the professional ladder in 
their own careers. The school public relations program can 
become a beating of drums for individuals, esnecially admin-
istrators. 
It is likely, of course, that any program of public 
relations will have as a concomitant the unintentioned spot-
lighting of persons in the school system. Among those per-
sons, the superintendent of schools and other administrators 
waul be prominent by virtue of their various position. 
It is likely that in honest embarrassment at the 
thought of such unintentioned advertisement many administra-
tors refrain from doing that which should be done to inter-
pret the school 's work to the community. In this way, the 
concept of school public relations administration as a 
method of enhancing prestige and place affects the actions 
of both those who seek self-advancement by such means and 
those who recoil at the thought. 
The gal den stairs concept can be rejected as unworthy. 
The creating of a school public relations program with high 
objectives drawn ~rom within the purooses of the educational 
program, and loJ'i th personal references in the execution mini-
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mized as far as possible, will reduce the personal enhance-
ment factor. Democratic administration with formulation of 
policy and plan, creation of program and administration of 
school public relations practices on as broad a base as pos-
sible 1-rill remove the suuerintenden t from the appearance of 
self-advertisement. 
The Hands-Across-the-Table Concept.--During the last 
ten years, the idea has grown that inter retation in school 
public relations is a two way process. Not only should the 
school be interpreted to the community but the community to 
the school. The community's needs and desires become import-
ant to the school and the measures taken to ascertain com-
munity opinion become part of the school public relations 
program. Some realization is had that the school does not 
rovide all of the education of the child and that the com-
munity outside the school affects the school's endeavors . 
To accomplish its objectives, the school, it is felt, 
must kno't'l the community, vork with it, anticipate its wants 
and offer support to other community agencies having some 
educational objectives. A kind of march~ng together school-
comm~nity cooperation is implied. The school is to be 
sensitive to the community to a greater degree while retaining 
independence in action. 
However, in spite of having community interpretation 
as well as school interpretation, a school public relations 
program according to this concept would be still partial and 
unsatis~Y~ng in the light of present day educational objec-
tives. A sensitivity to community need and desire is good 
for a public school system, yet a dynamic educational pro-
gram must meet more than contemporary or local need and de-
sire, and the administrator cannot be a weather vane meeting 
all the Wi nd.s that blotl . Something more than an 'interpreta-
tion of the community to the school and an interpretation of 
the echo ol to the community is needed, as the seventh con-
cept of scbool public relations should reveal . 
The Social Leadership Conceut.--To those who believe 
that lire in our time requires social leadership of a high 
type to be had in a democracy only through education, none 
of the foregoing concepts is satisfactory. The role of 
public education is seen as research, study, resource ser-
vice and. leadership for the betterment of living. The edu-
cational program is seen as dynamic and purposeful, with its 
problems the urgent ones of community, national and world 
living. The needs of the individual are seen in the needs 
of a democratic society and the objectives of education are 
looked for 1 n both the individual and his society. 
J:t is held that the solution of the urgent oroblems 
of our day cannot wait upon the coming-of-age of the child 
population but that solution must be arrived at by an adult 
population working through the agencies of democratic society. 
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Enlightenment in social living and democracy must go on to-
gether , for the democratic nation depends upon the education 
of its people continuously in the democratic way of life. 
The school as the chief educational agency of society should 
be expected to provide leadership and resources whenever 
pressing social problems turn for their solutions upon the 
education or re-education of large groups . 
The increasing complexity and greater scope of social 
problems in this period of our times call upon public educa-
tion to undertake more than the training of future citizens 
and the passing on of the cultural heritage. Should the great 
structure or public education not meet the large problems 
thrust upon it, it is likely that other structures and other 
organizations will be created to meet the educational neces-
sity . 
It would appear that there must be a dynamic educa-
tional leadership on the part of the school administrator 
and others, not only within the traditional provinooof the 
school but also throughout a community which is conceived 
to be as broad as the farthest reaches of the influence of a 
socially concerned, dynamic educational program. In trying 
to solve its problems , the community should find in its 
schools resources of information and assistance. The libra-
ries, laboratories, shops, assembly halls , school personnel 
become resources in problem solving. 
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However, the community should find more than resource 
services in its educational system, important though such ser-
vice is. In keeping with the root meaning of education, it 
should be expected that the community would find in its 
school the means for democratic leadership. No other social 
agency has so great a compulsion as has the school to offer 
leadership in community improvement, a leadership which must 
be democratic if it is to accomplish the great good in living 
in a democracy. The administration of school public relations 
in an educational program of dynamic social leadership is con-
cerned with the practical problems of interrelationshins of 
educational and other aspects of the community in a situation 
where the school is as large as its community is expansive. 
Adult education, as well as public forums, the ex-
tended use of the schools with their grounds and equipment, 
community councils, community and school surveys, common edu-
cational undertakings by school and nonschool personnel, all 
are concerns of school public relations. Administration be-
comes, then, the means through which the school must work . 
It is not too much to suggest that the social leader-
ship concept of school public relations is the only concept 
worthy of an educational administration dedicated to the hard 
task of serving a fremocracy whose problems are complex, urgent 
and dependent for their solution upon publjc education. 
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Elements of a Policy of Home-School-Community Relations1 
In setting up a policy then , twelve elements are offer-
ed which should form the basis of the policy . As the desired 
local pat tern is developed, the principles outlined above 
should have some measure of application. These elements are 
as follows : 
Recognition of Authoritz . --Wherever it is vested, 
educational authority must be recognized . Refe r ence is here 
made to the State, the school board, the administrative offi-
cer, the teacher. or others in whom authority may be reposed 
or delegated. As and when the policy or policies are develop-
ed and set forth, they should be officially adopted by the 
vested or delegated authority . 
Educational Objectives . --The meaning of education and 
nature of the ed~cational process are basic to policy making . 
Educational objectives may be both general and specific in 
so far as the local school and community situations are con-
cerned . Likewise , they may be immediate or remote as to 
realization . The educat i onal philosophy of the school system 
and community attitudes toward education will be contributing 
or disturbing factors in setting up educational objecti ves . 
l illiam A . Yeager, Home-School-Community Relations 
(Pittsburghl University Book Store , 1939), pp . 441-443 . 
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Recognition of School and Community Needs , Conditions, 
Attitudes, Agencies , Activities and Institutions . --These should 
be ascertained by means of problems or a survey which may be 
at first partial in character , later more complete . Areas of 
service both within the school system as well as within the 
community should be selected for initial activity , within the 
limitations of the facts ascertained through the survey and 
facilities available . These may be later extended or modified . 
Selecting the Policy Level . --Initially , that which may 
be more immediatel y attainable , as the solution of certain 
pressing problems , will be a determining factor as to level 
selected. Later , desirable changes should be made in accord-
ance with results achieved and needs in the offing . 
F~tting the Policy to the Program. --Tbe nature of the 
policy will nat~rally determine the nature of the program 
which will be developed together with its administration ; 
bot~ must be carefully adapted. 
• • • 
. There should be both 
immediate and remote ends to be anticipated and achieved . 
Location of ResponsibilitY . --In locating resnonsi-
bility , both leadership and followership should be considered . 
Leadership shou~d be vested in the individual or group best 
fitted to secure the success of the enterprise under the 
control of the exe.cutive committee or other professional 
interests in 't.Yhom executive committee or other professional 
interests in whom the authority descends. Time for leadership 
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is necessary. Followership involves consideration of those 
individllals or groups in whom some responsibility may be 
vested 1 selected for their interest and competency or the 
expediencies of the moment . 
Recognition of the Place and Function of Partakers.--
There is some overlapping of this princinle with the previous 
principle as to the location of responsibility . Here e are 
considering, however, the fact that the selection of adequate 
partakers is highly essential in order that the policy and 
program materialize as planned . It is important to remember 
in this connection that some level of cooperat;ion is always 
necessary ~herever individuals or groups participate in any 
enterprise. To approach constantly higher levels is desir-
able. 
Form of Community Participation . --Concern should be 
given to the form and manner in hich the community institu-
tions and grouns participate in any way in the program to be 
developed . The level of approach to community participation 
will deterreine largely its extent, especially as the larger 
aspects of the educational processes are realized . The re-
sults of the survey should reveal needs and possibilities 
of participation, especially some study of community leader-
ship i th a view to utilization. 
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Form and Manner of Securing Understandings.--To secure 
proper understandings is always an essential part of any 
policy at any level, whether the aim be to inform, interpret, 
or create a cooperative situation. That which needs to be 
understood and the form and manner of securing understandings 
should be studied. Consideration will need to be given to 
the use of existing media of understanding or the creation 
of newer and more adeauate ways. Complete understanding 
probably never takes place, so that the process should be 
continuous, or at least rhythmical. 
Financial Considerations.--It is to be expected that 
a program of home-school-community relations adequately ad-
mini st ered will require some financial outlay. It is recom-
mended that some provision be made for such outlay as will 
promise reasonable success . Such exoenses should be borne 
by the board of education as the taxing body, supolemented 
by such means as are available from the funds of participat-
ing organizations. The latter plan is suggested because 
those participating financially will ordinarily have a more 
abiding interest thereby. 
Meeting Emergencies .--Provision should be made for 
emergencies which are likely to arise . Examples of emerg-
encies which might be anticipated are unexpected needs of 
the schools, elections which change the political complexion 
of the board of education, effects of economic conditions, 
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reactions which occasionally set in through various forms of 
oppos1..tion, unforese en expenses, and opposing p ersonalities . 
Of course, it is not always possible to prognosticate such 
conditions . Hol!Tever, the principle of holding some reserve 
for any emergency might well be given some consideration. 
Evaluating and Revamping the Policl.--Throughout this 
discus a ion we have emphasized the advisability of proceeding 
towa rds hi gher levels of policy making , To this end tbe 
policy should be under constant scrutiny . Critic isms of 
its succ es sea and failures should be welcomed, and desirable 
changes made fro rn time to time. This may involve so me changes 
in personnel, wh:lch may be painful at times. The greater wel-
fare o1' childhoo d would aouear to be a superior challenge than 
the invest 1 ture of a single individual or group . 
Administration for Parental Understanding and Cooperation1 
The Rochester, Ne\"1 York, nublic schools begin early to 
establish understanding bet"tveen the school and the parents . 
They publish a booklet of eight pages hich is given to oar en t s 
of boys and girls t'lho "t<rill soon enter the kinderga rten . This 
booklet, entitled School Days , includes a letter to parents 
beginn:lng, 11 Your child is coming to school today for the first 
time . V!i tb this step he enters a bigger and broader world , 
lEducation for All American Children, Educational 
Policies Commiss:i.on, National Education Association and t h e 
American Association of School Administrators . (\'lashington : 
The Cornrnis sion, 1948), pp, 221-223. 
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Tbe school no'\fol becomes a nartner 'i th you in the education of 
your child . 11 The booklet then describes the types of habits 
which are desire..ble for the child to have \':hen he enters 
school . Another nage asks oarents what they desire from the 
echo ol . Two nages of information follo'" · Here the arent 
finds information concerning the method, time , and place for 
registration and an explanation concerning who is eligible 
to attend kindergarten . The last page, headed, "Your Child 1 s 
Health, 11 deals "Yri th such .. roblems as immunization, nutrition , 
rest, and cl.othing . Photograohs are included . For example, 
one ""Oic ture shows a group of first-graders singing . Onposi te 
this page is the sentence, 11 You e.nd your friends will learn 
many ne-w songs . 11 Every parent of children in the Lakeview 
School, Rochester, New York , is a member of the PTA "until 
proved otherwise, 11 according to a letter from the principal 
to the uaren t . There is no membership fee . 
A booklet , entitled Looking Forward to School , is 
sent to -oare nt s who will have children entering the public 
schools of Newton, Massachusetts . The bulletin emphasizes 
health and 1 s distributed through the cooperation of the local 
Cbri tmas Sea~ Committee . Organized effort in the form of 
parent-teacher associations also helps arents to understand 
and aid children in their school experiences . In the John 
\'lard School the parent- teacher association sponsors a meeting 
of tbe parents of children in the sixth grade. At this time 
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the junior high-school counseling nrogram is described by 
the head of t:he junior high counseling department. 
vfuenever an outside consultant comes to the Guyton 
School in Detroit, Michigan, in connection with the Citizen-
ship Education Study, the principal invi tea the parents to 
meet and hear this person . In this way, parents are made 
more directly interested in the Citizenship Education Study 
and more able to cooperate intelligently with the teachers 
1. n improving the school. More personal is the effort of 
many schools to help parents to understand the school, in 
1. ts relation to their own children, through the use of pro-
gress renorts. It would be 1.vell if more reports could 
elicit the response which one parent at the College Element-
ary School at Ellensburg , \'lashington, recently gave , 11 I can 
hardly wait until I see these reports. They are a kind of 
diary of my boy's progress.u 
The public schools of Montclair, New Jersey, have 
begun a new plan to get teachers, parents , and nupils to 
work together. 11 My Growth Plan, 11 as the program is called, 
is designed so that a report form made out by the child in 
cooperation ,..,1 th parents and teachers sets forth the areas 
in which he himself plans to work the hardest. Parents and 
teachers made comments and suggestions which they think 
\'Till help the pupil in his "rork. Also included in the plan 
is a regular piec e or note paper on which is printed the 
------ - -
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name of the school and which 11 is to go to the home, not at 
any stated time, but vbenever appropriate for the individual 
pupil . In an informal way, in phrases that 1-vill carry mean-
ing for the particular pupil, the teacher will communicate 
to the parents her point of view concerning the child 1 s pro-
gress in school. 11 In addition, a report of progress is sent 
home three times during the year in Grades III, IV, V, and VI. 
It is considered as a supnlement to the other kinds of reports 
and is really an evaluation of the growth which took place in 
the fields -where there was an attempt to make grovlth . 
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